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ALL-COUNTY INFORMATION NOTICE No. I-76-85

TO: ALL GAIN COORDINATORS

SUBJECT: IMPLEMENTATION CF THE GREATER AVENUES FOR INDEPENDENCE
(GAIN) PROGRAM

The purpose of this letter is to provide all counties with an
update on our department's GAIN implementation activities. We
intend to provide regular information notices to keep you
apprised of our efforts to implement this program.

Regulations Development

Staff from the GAIN Implementation Bureau have been working to
meet the 120-day deadline specified in AB 2580 for filing the
necessary GAIN emergency regulations. Initial draft coples of
these regulations were distributed for review and comments at the
November 12th meeting of the CWDA Employment Committee and later
distributed to all counties by CWDA staff. County comments on
the package will be coordinated by the Committee. Written
comments will be due to our department by November 27, 1985.

Federal Waivers

The department has been involved in ongoing communication with
staff from the federal Department of Health and Human Services
(DHHS) regarding those provisions of GAIN that conflict with the
Social Security Act and that will require approved waivers in
order to ensure federal financial participation., An initial
package addressing those areas potentially in need of federal
approval was submitted to DHHS on November 1, 1985. Further
discussion with DHHS at that time provided clarification on the
issues needing to be addressed, and agreement on an amended

waiver package. The following are the areas that will be
included in the amended package:



o Forgiveness of AFDC Uverpayments: This waiver is necessary
because of the GAIN provision allowing forgiveness of certain
overpayments while federal regulstions recguire collection
action on all overpayments.

¢ Child Care Reimbursements: GAIN requires that thess payments
be based on regional market rates while federal regulations
for the Community Work Experisnce Program (CWEP) limit such
payments to $1606.00 per month.

0 Money Management - This waiver is necessary due to the
' difference between the GAIN money management provision and
federal requirements on money management/protective payments.

We hope to submit the revised waiver package to DHHS by
November 20, 1485,

EREEEEQE Development

Department staff are now working on three statewide contracts
relating to the GAIN program:

1. A Request for Proposal (RFP) is now being prepared for the
marketing and public relations campaigns that will be
conducted for the GAIN program. We hope to release this RFP
by December 2, 1985, with a contract execubed by
Mareh 1, 1986,

2. Another RFP is being prepared to obtain a third-partiy
arbitrator to resolve disputes that occur during the
employability assessment stage of the GAIN program. We hope
to release this RFP by January 31, 1986 so that the selected
contractor will have a process in place before any counties
implement the program.

3. We are alsc assessing the possibility of contracting with a
private firm to conduct the required evaluation of the
program. This would likely include the developument of the
related statistical reporting and recipient tracking systems.
We will be discussing this evaluation activity in more
specific terms with the CWDA Employment Commibtee in the near
future,

Information Exchange

During the planning and implementation stages of GAIN, we will
try to provide regular information and/or material that should be
helpful in your planning activities.

Enclosed for vyour information are two raports written by the
Manpower Demcnstration Research Corporation (MDRC) of New York
relating to program activities that are inciuded in GAIN:




1. Welfare Grant Diversion - Early Observations from Programs
in Six States, and

AN

supported Work: A Practical Guide for Planners
and Operators

This information is not intended to stress any particular
approach to these program areas; it is only designed to assist
you in the formulation of ideas for your county's GAIN
activities.

We are also enclosing a copy of the enrolled version of the GAIN
legislation, AB 2580,

County Planning

Information and instructions regarding the availability of
funding for GAIN planning activities will be distributed %to all
counties through a separate notice.

Regardiess of when the actual implementation of GAIN is planned,
we urge all counties to initiate planning discussions with the
various agencies in their area that will be inveolved in the
program. 3Such organizations would include local resource and
referral agencies for child care services, school districts,
community colleges, and JTPA organizations (e.g., service
delivery agencies and Private Industry Counc1ls) Early
coordination with all of the affected local agencies will be
crucial in ensuring the availability of the full range of
services required under GAIN.

As stated previously, we intend to work as closely as possible
with the counties on the implementation and operation of the GAIN
program. If you have any questions regarding the information in
this letter, or any other issues, please contact the GAIN
Implementation Bureau at (916) 322-1267.

Thank you for your cooperation.
(ol 1T UL a g

/(""({ /\_ . - '{{ v I,’%’\‘-\\__iﬂ__ .
CARL B. WILLIAMS

Acting Deputy Director

Government and Community Relations Division

Enclosures
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I. Introduction

A. The Background of MDRC s Grant Diversion Study

Policymakers seeking to improve the Aid te Families with
Dependent Children (AFDC) program have increasingly focused on the
relationship between work and welfare. One of their major concerns
has been that the system does not provide recipients with either adequate
incentives to work or preparation for jobs to enable them to become
independent of public assistance. The Omnibus PBudget Reconciliation Act
(OBRA) of 1981 sought to address this and other issues by delegating
increased authority to the states to experiment with a variety of options
for providing employment and training to the AFDC population.

The legislation also authorized states to elect WIN Demon-
stration status, under which they could replace the previous dual agency
administration of the Work Incentive (WIN) Program and instead wvest
exclusive control of WIN in the state’s Title IV-A {usually welfare)
agency, The WIN Program, the federal/state employment program for
recipients of AFDC, was at that time being severely cut back in both
resources and staff, as were other employment and social service pro-
grams, WIN Demonstration status was viewed as conferring greater flexi-
bility on state welfare administrators seeking to adjust to a new fiscal
and programmatic environment.

Two important program options are available to state adminis-
trators under OBRA, in addition to the normal array of WIN services such

as job search and training. One, Community Work Experience (often called




CWEP), authorizes states to require welfare recipients te work off their
grants in job assignments in the public or nonprofit sectors. In con-
trast, the second option, known as grant diversion, uses welfare grants
to provide a source of wage subsidies for recipients working in on-the-
job training positions, uswally in the private sector.* Actually, grant
diversion is a generic term that refers to the mechanism by which 21l or
a portion of any public assistance grant is used to fund a specific
program involving the recipient of that grant. Two distinct issues are
involved: 1)} the funding mechanism itself, which is merely ‘a way to tap
public funds; and 2) the particular program for which the funds are
used.

The grant diversion mechanism can draw {and has done so) on a
number of public asgsistance grants other than AFPDC. For example, the
idea was pioneered in the early 1970s with peyments under the Aid to
Disabled program (a predecessor of Supplemental Security Income), and it
is currently being used in New York State in conmection with General
Assistance (Home Relief) payments. Similarly, whatever the source of
funds, they can help to finance a variety of programs. For example,
grant diversion 1is subsidizing on-the-job training positions in the

private sector for New York State’s Home Relief recipients in the Tem-

* Even prior to OBRA, states could apply for waivers under Section
1115 of the Social Security Act for authorization to implement grant
diversion, The OBRA amendments, while viewed as an expression of Con-
gressional interest in grant diversion, did not alter the need for
waivers. Under the Deficit Reduction Act {DEFRA}, which became effective
in October 1984, pgrant diversion can be operated by amending state
plans, and waivers are no lonper NecesssEry.




porary Employment Assistance Program (TEAP), and is used in Supported.
Work programs to provide a highly structured transitional work ex-
perience, primarily inlthe nonprofit and public sectors, for long-term
AFDC recipients,

The subject of this feport is the particular type of grant
diversion envisioned in OBRA -- the diversion of AFDC grants to fund wape
subsidies for employers hiring AFDC recipients in on-the-job training
(0JT) positions, As used for this purpose, grant diversion works as
follows: AFDC recipients are placed in 0OJT positions that pay them
wages. As with all AFDC recipients, a pﬁrtion of these wages is counted
as income that serves to reduce the amount of the grant the recipient
receives, Without grant diversion, the reduced amount of the grant
would represent a savings of public funds, but under grant diversion,
this amount is redirected to a pool of funds used to subsidize wapes for
recipients working in OJT positions. (See Appendix I for a more detailed
~description,)

To test the effectiveness of this approach in the current
environment, the federal Office of Family Assistance (OFA) decided in
1983 to launch a demonstration and issued a Request for Proposals under
Section 1115 of the Social Security Act. States interested in using
grant diversion to subsidize wages in OJT positions were offered a modest
amount of operating funds and additional funding for an évaluation of
their programs’ impacts., WNine states originally expressed interest, with
OFA eventually selecting six to participate: Arizona, Florida, Maine,
New Jersey, Texas and Vermont. Most of these states commenced program

operations in the spring or summer of 1984,




While OFA required states to develop experimentsl degigns
to measure the effects of their programs on emplovment, =sarnings and
welfare savings, there were no plans for & cross-state atudy to document
the operalbional lessons. The Manpower Demonstration Research Corporation
(MDRC), & nonprofit organization experienced in the implementation and
evaluation of employment programs for welfare recipients, decided to
undertake such a study to examine the issues suggested by the operating
experience of the six states. This report, which highlights some
of the considerations arising during the planning, start-up and early
implementation stages, is the first of two documeﬁts MDPRC intends to
produce on the grant diversion study. The second, due to be completed in
early 1986, will review the operating lessons of the programs over a
somewhat longer period.

The MDRC grant diversion study, funded in part by The Ford
Foundation and in part by contracts with participating states, repre-
sents one component of a comprehemsive examination MDRC 1is currently

undertaking of various employment programs for welfare recipients in a
#

total of 12 states, In seven of the 12 states -- including Maine and
New Jersey -- MDRC is conducting rigorous evaluations of the impacts and
caosts of the states’” employment programs. In Arizona, MDRC's study of

the state’s WIN Demonstration Program, one part of which is grant diver-

sion, focuses on recommendations for program management and operations,

* In addition to the six grant diversion states, MDRC is currently
evaluating programs inm Arkansaz, California, Illinois, Maryland, Virginia
and West Virginia, These states ars operating programs that inglude
various combinations of job search, work experience and training.




Thus, while this report and the next are limited to & consideration
of the operational issues arising from the implementation of six state
programs funded by grant diversion, the review wil}l benefit from MDRC’s
broader andlysis of state emplayability programs for the AFDC population.

B. The Potential Benefits of Grant Diversion

Despite the limited extent to which grant diversion programs
were implemented prior to OBRA, these programs have a good deal of
public appeal in thé current environment. Among the attractive features
of grant diversion:

e A welfare check is converted into a paycheck.
Although the financial effect of diverting welfare
payments into a wage pool is essentially the same
as capturing the savings and separately appropriating
funds for wage subsidies, there 1is substantial
political and psychological appeal to a mechanism
that puts recipients to work and uses a portion of
their grants to fund their wages. Thus, rather than
receiving payments solely in the form of a public
assistance grant, individuals receive a paycheck in
return for work performed,

e Transfer payments become investments,. Policymakers
are increasingly looking for creative ways to use
transfer payments, such as AFDC, so that they are
incentives, not barriers, to self-sufficiency.¥
Implicit in the decision to use grant diversion to
subsidize wages is the assumption that foregoing a
certain amount of short-term welfare savings will
vield greater long-term savings 1f the funds are
invested in a program that prepares recipients for
stable employment,

e There is a belief that higher—paying primary labor
market jobs may result from prant diversion-funded
0JT in the private sector. Some employment and
training programs for welfare recipients have been
criticized for not providing participants with access

* Quick and Friedman, The Safety Net as Ladder: Transfer Payments and
Economic Development, (forthcoming).




to or the skille needed for jobs in the primary labor
market that will lead to long-term self-gufficiency.
There i3 a perception that grant diversionm, when it
is used to subsidize OJT positioms in the private
sector, will provide more cpportumnities far such
higher quality, better paying positions,
To realize these goals for grant diversion, states should concentrate not
only on the administrative mechanisw used to redirect welfare savings,
but alsoc on two other issues: What program will the diverted funds be
ased for; and who will the participants be?

Where grant diversion is used to help support on-the-ich
training positions =-- as is the case in these six states =-- the key
question becomes the programs’ potential to prepare significant numbers
of welfare recipients for stable jobs. The rationale behind the use of
subsidized OJT positions for disadvantaged workers is that a government
subsidy will induce private employers to hire individuals whose lack of
training and lower productivity would otherwise exclude them from access
to such jobs. The subsidy compensates emplovers for possible revenue loss
and the costs of training the workers.

In theory, this approach can move a targete@ group of dis-
advantaged workers directly into private sector jobs, In practice,
however, private sector on-the~job training programs for disadvantaged
populations have not consistently realized their potential. While some
studies supgest they can be 2ffective, several major problems have
arisen:

& Subsidized OJT programs have not been offered
extensively to disadvantaged workers.® Because

* Robert Lerman, Unpublished paper on grant diversion prepared for
the Manpower Demonstration Research Corporation, 1983.




of the perceived need to provide attractive workers
to employers, program operators have frequently
limited 0OJT positions to job-ready workers. For
example, OJT was rarely used for AFDC recipients in
either WIN or programs under the Comprehensive
Employment and Training Act (CETA).

™ 0JT programs have not usually been operated on a
substantial scale, in large part because of problems
in developing sufficient numbers of jobs, even with
the availability of wage subsidies for emplovyers,
One exception seems to be the current Temporary
Employment Assistance Program (TEAP) operated in New
York State for Home Relief recipients.

¢ Administrative difficulties, such as recordkeeping
and contracting requirements, have created a concern
that these problems could be exacerbated if OJ7T
programs were to be operated on a larger scale.

C. Organization of this Report

As the foregéing discussion indicates, substantial questions
remain about whether OJT programs funded in part by the diversion of AFDC
grants can realize their theoretical appeal. The nature of these issues
is discussed in greater detail in the next section of this report, A
short description of each of the six state programs follows. The report
concludes with observations from the early experienceg of the grant
diversion projects and a series of guidelines which the participating
states may find helpful in their continued implementation of these
programs. Other states may also wish to consider these issues and lessons

if they plan to adopt the grant diversion approach.




I1. Key Tssues Surrounding Grant Diversion and OJT

The scope aund character of a grant diversionm program will be
shaped by the decisions states make on a set of key policy, program and
administrative issues, which are discussed below,

A, Scale of the Program

As previously noted, one of the fundamental gquestions
about the feasibility of grant diversion-funded OJT programs is the lgsue
of scale: Can OJT programs operate on a scale substantial encugh to
represent an important employment option for large numbers of welfare
recipients? One reason this issue 1is important is that OJT positions
funded by grant diversion represent a possible private sector approach to
improve the employability of welfare recipients. Fxclusive reliance on
the private sector raises questions about the ability to identify
sufficient numbers of jobs.

The issue of scale is also closely related to whether these
programs should be mandatory: that is, whether all or a part of the
caseload should be required to participate in a program as a condition of
receiving welfare. While there is often an expectatéon that other
approaches, such ss job search or work experience, can be implement-
ed as mandatory programs (assuming adequate slot capacity}, grant diver-
sion-funded OJT offers different conditions. Thus, mandatory partici-
pation is complicated by the fact that the OJT hiring decisiom rests
with the employver, and propram staff are unlikely to refer unwilling or

unprepared participants to employers.




Grant diversion 1is therefore likely to become de facto a
voluntary option, even within an otherwise mandatory WIN system. This,
in turn, is likely to affect program scale, sinece the interest of
clients and staff decisions will affect the numbers who volunteer for and
are subsequently placed in 0OJT positions. Ar important issue is whether
there are programmatic or administrative strategies that can increase
program scale over that achieved in previous efforts.

B. Targeting

Targeting invoives the selection of subproups within the
AFDC population that are most appropriate for OJT positions funded
by grant diversion, States have several options in this regard. At one
extreme, they can elect not to target their programs at all, At the
other, states can set forth . clearly defined eligibility criteria for
referral to OJT positions. These criteria, for example, can be tied to
the recipients” welfare and employment history, or to their prior program
experience in other WIN components, such as job search and work ex-
perience,

A state’s decision on targeting will depend in part on
its primary objective in selecting the grant diversion option. States
are less likely to direct their programs to very disadvantaged individ-
uals if the principal goal is to maximize the number of OJT placements
and satisfy emplovers. The risk of this strategy, however, is that

many of the more "job-ready" welfare recipients are capable of finding




jobs without the assistance of a subsidized OJT experience. Findings
from a number of research studies indicate that the welfare caseload is
dynamic, with a large proportion of people cyeling con and off the rolls
in a six-month time—frame.* Stateg serving only the more emplovable
individuals may be serving many who would have been able to find jobs
-- and leave the rolls ~-— om their own. Thus, overall welfare expendi-
tures could actually be higher if the welfare grants of these amployable
people become frozen into grant diversion-funded OJT contracts.

On the other hand, states are more likely to target their
programs on more disad&antaged individuals if their primary goal is to
generate welfare savings. The key is to ldentify the appropriate segment
of the WIN caseload: that is, those not likely to obtain jobs withour
assistance, yet sufficiently employable so that, with a wage suﬁsidy,
they are both attractive to employvers and capable of stable employment
after & training period. This is a challenging undertaking since
formal assessment tools have not generally proved reliable as a means to
measure employability,

One alternative to standard assessment instruments is the use
of objective factors, such as welfare and employment history and prior

experience in other WIN components, as a rough predictor of future labor

* Bane and Ellwood, "The Dynamics of Dependence: The Routes to Self-
Sufficiency,” June 1983.

-10-




market success, For example, recipients who have been on welfare for
extended periods of time with little or no recent labor market attachment
are less likely to find jobs on their own than recipients with shorter
stints on welfare and a more recent employment history. These) less
experienced recipients may be ideal candidates from the standpoint of the
programs yielding longer-term welfare savings, but they may need some
educational remediation and preparation in basic work skills,

C. Job Development

The critical factor in 0JT, regardless of the source of
the wage subsidy, is job development. In the past, the take-up rate by
employers has been generally low for all populations, but particularly so
for welfare recipients. For all groups, the lure of a wage subsidy has
been more than offset by cumbersome contractual arrangements and reim-
bursement procedures, as well as the uncertain productivity levels of the
potential employees, For welfare recipients -- whom employers may
perceive as lacking in motivatiqn or having failed too frequently
to hold jobs -- OJT will require creative marketing technigues and an
aggressive job development strategy. Among the features thar might make
O0JT an attractive optiom to an employer are the following:

e A wage subsidy sufficiently large to offset train-
ing costs and the initial lower productivity levels
of trainees., 1In low benefit states, where the
subsidy based on diverted welfare grants is also
going to be low, it may be necessary to supplement

the subsidy with other funds to enhance the appeal
to employers,
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& Cereful screening of referrals by program staff to
ensure that major impediments to employment ~=- such
as child care, transportation and health proablems
-- have been resclved or sre not likely to imter-
fere with & normal work routine.

@ Simplified contractual and reimbursement procedures.,

& Supplementary benefits to emplovers, such as tax
credits once the periocd of subsidy ends and the
employer hires the traipee in an unsubsidized
job,

The state welfare agency hss two options in conducting job
development, both of which entail certain riske. Omne option is to handle
job development internally by giving sgency staff that responsibility.
While this menagement choice has tha sdvantage. of simpiicity and control,
it also has drawbacks: Welfare agency staff, whose traditional concerns
have been assessment and the social service needs of recipients, have had
less experience with private sector job development than the Employment
Service and the employment and training system. in azddition, employers
may react negatively to individuals referred from a welfare agency.

The other option is to contract the job development function
to apencies with greater experience. While this course of action is
sensible and pragmatic, particularly in a pevicd of diminishing re-
sources, it too is not without risks. Coordinated efforts involving
multiple agencies can become ¢ ime—consuming #nd even counter-productive

if the agencies have divergemt goals. Historically, gtrong relationships

between welfare agencies and the employment and rraining system have
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been the exception, rather than the rule. Contractual relationships
between the two in this type of an effort will require the development
of mutual understanding and a shared interest in the program goals.
These factors are crucial to the success of job development and in-
evitably the yield of the 0JT positions.

A variety of approaches can be used in job development.
One is to develop a bank of jobs and match participants as closely
as possible to these available jobs. Another is to customize the process
and develop specific jobs based on the assessed skills of participants.
States will also need to consider whether job development should con~
centrate on large or small employers. Experience has shown that small or
medium-sized employers tend to be smore responsive to OJT programs for
economically disadvantaged groups, although these employers are able to
commit only a few job openings, Large employers tend to be more bureau-
cratic in their hiring decisions. Their advantage is the capacity
to commit a larger number of slots and to become an ongoing source of job
placement opportunities,

A related issue is the type and quality of the job, Should
jobs be targeted to certain gfowth industries? Should primary labor
market jobs be given prierity over secondary labor market jobs? Shoﬁld
minimum-wage jobs be excluded from job development efforts? The re-
sponses of the states to the latter two questionsl could. be affected
by a number of factors, including the gize of the welfare grant and

whether welfare recipients are likely to be financially better off
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working. High benefit states are more likely to place an emphasis
on higher-wage jobs than low benefit states, since the incentiveg to
work are different. Additionally, if the primary intent is to create
opportunities for lomg~term career growth and job stability, high guality
jobs well above the minimum wage should be the main type of positions
developed. However, if difficulties are anticipated in developing
sufficient numbers of jobs, practical considerations might dictate that
programs not be too selective about the wages jobs are paying to program
participants.

A final issue is the extent to which the subsidies are tied
ditectly to the employer’s real training costs at the job site. More
often than not, OJT has been a misnomer; the compensation to the employer
has often been seen as offsetting assumed lower productivity levels
rather than defraying the coste of actuzl training.

D. The Grant Diversion Mechanism

Another challenge for states is establishing the adminis-
trative mechanisms for diverting the welfare grants used for wage sub-
sidies. In the National Supported Work Demonstration, which used grant
diversion in several states beginning in the mid-1970s, this was a
lengthy process, involving multiple steps. First, the approval of
required waivers for each state with a Supported Work site often took
several months. After approval, procedures for diﬁerting.the welfare
grant entailed monthly recalculation of each person’s grant level {(i.e.,
determining the emount available for subsidy after applying the $30 and
1/3 disregard and other deductions) and transferring funds from the

welfare account to newly established accounts for the wage subsidies.
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Further complicating matters, these calculations had to be done on an
individual basis since Erants could not be frozen and diverted amounts
had to be tied to actual monthly wages, Finally, the mechanism to
provide supplemental grant checks varied by site. This time-consuming
procedure may have deterred some states (at least initially) from em-
bracing the welfare diversion option available under OBRA.

However, the Office of Family Assistance took several mea-
sures to make the current offering of welfare diversion more attractive,

Although at first each state had to apply for a series of waivers
separately, OFA eventually authorized blanket waivers for the six states
selected for the demonstration. This greatly expedited the waiver
approval process and simplified the administrative procedures for divert-
ing the welfare grant,

Two waivers in particular facilitated the administration of
welfare diversion: 1) the authority to freeze the grant level as of the
time the recipient entered the diversion program; and 2} permission
to use a wage pool for distributing subsidies rather than basing each
person’s subsidy level on the amount of his or her own grant. In the
current version of grant diversion-funded 0JT programs, the amount of the
recipient’s grant Jloseg its identity and becomes part of a wage pool,
from which a uniform subsidy rate is paid to employers, Nevertheless,
& number of factors still need to be considered, inéluding‘the size of
the wage pool and subsidy level (which depend on average prant levels),
projected wage rates, hours of work per month, the distribution of the

caseload among different family sizes, and average child-care pavments.
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£lthough the new OFA rulinge eased the administrative burden
on the more technical aspects of grant diversion, states s5t1ll needed to
develop procedures for diverting the grant and setting up an audif treail
document ing expenditures. This requires careful coordination.

. Administration

States electing the grant diversion option were developing
and implementing new programs in & period when the welfare system was
undergoing extensive change. State welfare agencies had to adjust to
both substantial reductions im WIN funding in 1982 and 1983 (and related
staffing cuts) and to new responsibilities associated with administering
a WIR Demonstration Program. Although WIN Demonstration status was
intended to give states added flexibility and to remove some of the
federally imposed requirements, time-consuming nepotiations initially
took place between the state welfare agencies and Fmployment Services
over their new roles and responsibilities. OBRA also reguired states to
comply with new reauirements for monthly reporting and budgeting, and
there were changes im computing the $30 and 1/3 disregard and pew cri-
teria for determining welfare eligibility.

The introduction of a new grant diversion program was there-
fore not the only, and certainly not the most, substantial change to
which state administrators had to adjust. For those choosing the grant
diversion option, however, the problems were compoun&ed. One immediate
difficulty was that welfare agency staff were, on the whole, inex-

perienced in planning and running employment programs =-- and grant
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diversion-funded 0JT models were not easy programs to implement. Staff
had a number of complicated tasks to perform in a timely manner, in-
cluding establishing administrative procedures for developing OJT posi-
tions, funding the wage pool, computing averagé subsidy levels, and
reimbursing employers., At a time when there were many competing demands
on welfare officials, staff also had to ensure that the grant diversion
program commanded the required resources and attention of top manage-—
ment ,

F. Institutional Relationships

The welfare system was not alone in undergoing a major
transformation during this period. The employment and training system
was restructured following the passage of the Job Training Partnership
Act in 1982, JIPA, which replaced the Comprehensive Employment and
Training Act (CETA), reorganized the delivery structure of employment and
training programs by shifting oversight responsibility from the federal
government to the states and vesting local administrative responsibility
in Private Industry Councils (PICs) which had majority business re-
presentation. There was also a major shift in programmatic emphasis
from work experience and public service employment, as in CETA, to
training and job placement under JTPA. The changes engendered by JTPA
have a bearing on the welfare system and the WIN Program, including the
following:

. New performance standards, which placed a greater
premium on quick and lower-cost job placements, and
for the first time, set penalties for noncom-
pliance and bonuses for surpassing the standards,.
The initial JTPA performance standard for AFDC
recipients was an entered employment rate of

41 percent and an average cost per placement
of 35,704,
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& New restrictions on program funding, particularly
the share that could be spent on support services
{an effective cap of 15 percent). This substantial-
ly reduced the amount of funding available for
stipends and program-related expenses such as
transportation and child care.

e Restrictions on expenditures for work experience
which virtually abolished this activity for en-
rollees in JTPA,

6 A new statutory requirement that JTPA serve WIN
registrants in proportion to their representation
in the eligible population.

Collectively, these changes created conflicting pressures
within the JTPA system. On the one hand, the mandate to achieve high
placement rates at low cost increased the tendency to "cream," or to work
with those most likely to get jobs guickly, This presumably would cut
down on training time and hence public expenditures. The new restric-
tions on allowable program activities further increased the appeal of
shorter and less expensive training strategies.

On the other hand, the statulory recuirement to serve WIN
clients pushed the JTPA system to work with a population that is peneral-
Iy regarded as in need of more extensive (and thus more expensive!
services. This also supggested the advigability of joint efforts between
WIN and JTPA, particularly in programs such as grant diversion-funded 0JT.

WIK offers the JTPA system the foiiowing potential bene-
fits: 1) an AFDC referral source to enable JTPA to fulfill its statu-

tory quota; 2) a revenue source {welfare diversion) for OJT positions:

and 3) support services (such as child care and transportation) which the
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JTPA system is restricted in providing. In turn, JTPA can offer WIN
several benefits: 1) access to employers and OJT positions through
experienced job developers; 2) access to JTPA-funded training programs;
and 3) enriched wage subsidies, whereby the diverted grants are supple-
mented by JTPA funding.

Unfortunately, in most states, there have been few active
working relationships between WIN and the employment and training
system., WIN administrators have viewed JTPA, and CETA before it,
as bypassing AFDC clients in favor of more employable groups. 7JTPA, in
turn, has seen WIN as not adequately écreening referrals. Although
there are clear advantages to the two systems working trogether, both
programmatically and financially, it is likely to take some time to
cultivate relationships. This report will examine the extent to which
attempts were made in the grant diversion programs in these six states
to work out a coordinated relationship between WIN and JTPA, and the
specific roles and responsibilities that each of the two systems assumed

in this demonstration.
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II1. Descriptions of State Programs

As noted earlier, the 0Office of Family Assistance solicited
proposals from states interested in designing a grant diversion program
for their AFDC recipients. The puidelines accompanving the Request for
Froposals were fairly bread and pave states a substantial emount of
flexibility in designing their initiatives. As a result, a wide variety
of program desipns were implemented, as described below and summarized in
Appendix II. One of the few OFA restrictions was that the grant diver-
sion-funded OJT programs must be tarpeted to single heads of households
on AFDC and could not include members of the AFDC-U group.

During the first year of preogram operations, MDRC staff visited
each of the six states periodically and focused on 2 number of issues:
the origins of grant diversion, program goals and objectives, adminis-—
tration and management, and early implementation. MDRC staff met
with state officials and program administrators who had planned the
programs and with staff responsible for carrying them out in the de-
signated demonstration locations. Copies of quarterly reports, prepared
by states for veview by OFA, were also helpful! in understanding the
evolution of program goals and the progress made during the early im-
plementation period.

A brief description of each state’s grant diversion program
follows, in which the factors affecting the start-up period are identi-

fied and discussed.
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ARTZONA

Administered by the Department of Economic Security, the Arizona
grant diversion project, called The Right Change, has been integrated
into that state’s ongoing employment and training system for welfare
recipients, The Right Change offers employers $180 per month for up to
six months for hiring AFDC recipients,

Grant diversion in Arizona was planned as a supplemental effort
to the State’s WIN Demonstration initiative, the Work Incentive Demon-
stration Program (WIDP), which became operational im June 1982,  WIDP
replaced the regular WIN Program in the two largest counties, Maricopa
{Phoenix) and Pima (Tucson). For other areas in the state, The Right
Change was planned as a supplemental effort to the Employment Service
(referred to as the Job Service in Arizona) and JTPA services for AFDC
clients. The program is viewed not as a separate OJT program for AFDC
clients but as a marketing tool at the disposal of the three systems
(WIDP, Job Service and JTPA) which develop jobs for welfare clients,
These systems are all housed within the Department of Fconomic Security
(DES), which functions as an umbrella human services agency.

The program is targeted to AFDC recipients who have been on welfare
for a minimum of three months {without any employment), or have completed
a structured job search component without finding work. They must also
have an AFDC grant of at least $1B0 a month. AFDC recipients who are
receiving Unemployment Insurance (UI) benefits are not eligible.

The Right Change contains both a marketing and an administrative

component . 4s part of the marketing strategy, job developers for the
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three systems may all use the %180 incentive as an enticement to em-
plovers fo hire welfare recipients. Job development capacity has been
augmented hy federal funding used to hire four Fmployer Service Re-
presentatives (specialists in developing private sector jobs) to assist
in the marketing effort in Phoenix and Tucson. Job developers also have
the discretion to supplement the subsidy levels with funding from JTPA,

Administrative responsibility rests with persennel from three
different divisions within DES: Family Assistance Administration staff
(FAA), who determine eligibility; staff from the DES Division of Business
and Finance, who handle payments to employers; and WIDP staff, who
initiate employer contracts. Overall coordination is provided by a
program director within the Division of Empioyment and Rehabilitative
Services.

The Ripht Change operates statewide. Enrollment estimates for
the first year {adjusted downward after various pregrammatic delays)
were 100 to 150 participants, with an increase to 1,000 in each of
the two succeeding years. Program start-up, however, did not begin until
the spring of 1984 because of planning and the time needed to hire and
train staff, develop marketing materials, and gain formal approval of
administrative rules and. regulations. By the end of 1984, Arizona had
enrolled 163 participants and placed them in positions, primarily in
small businesses. However, half of the participahts had terminated

employment before the end of the six-month OJT period.
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FLORIDA

Called TRADE (Trade Welfare for Work), the Florida grant diversion
program is a joint venture involving the 11 district offices of the
Department of Health and Rehabilitative Services (HRS) and the 24 Service
Delivery Areas (SDAs) established under JTPA. While TRADE is intended
to be fully integrated into all new services and the administrative
structure of Florida“s WIN Demonstration Program, TRADE is planned to
operate statewide in both WIN and non-WIN counties. Florida®s WIN
Demonstration Program operates in 33 of Florida’s 67 counties covering
over 75 percent of the AFDC caseload.

In the WIN Demonstration counties, TRADE is targeted to WIN-man-
datory registrants who are unsuccessful in finding work through job clubs
or independent job search. In non-WIN counties, AFDC recipients may
volunteer for TRADE either on their own, or following job search (if
available), The TRADE model, which makes use of JTPA services, allows
job developers to offer employers a subsidy of up to 83 percent of the
wape, with roughly 33 percent provided by grant diversion and 50 percent
by JTPA., The offer includes federal tax credits for unsubsidized hiring,

"enterprise

with additional state tax credits for employers in designated
zones." Responsibility for the diversion program is divided between HRS
staff, who screen recipients and provide social services, and JTPA staff,
who develop the 0OJT positions.

A first-vear goal of 800 OJT placements was expected to be achieved

through a staggered phased-in schedule involving the SDAs. The original

plan was to start with eight SDAs in the spring of 1984, with eight
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more to be added in the summer, and a final eight in the fall. The
timetable for the TRADE schedule has slipped considerably for a number of
reasons, First, HRS staff took care to avoid any legal challenges by
scrupulously following the process required to adopt formal rules and
regulations. Second, contract negotiation between HRS and the S$bhAs
has been more protracted than originally anticipated. Third, time was
needed to train staff ip the 11 HRS district offices. Fourth, only one
staft person at HRS was designated to handle all administrative respon-
sibilities and coordinate all planning activities,

By the end of 1984, over half of the SDAs had volunteered to parti-
cipate in TRADE, and 20 AFDC recipients had been placed in 0JT positions.

MAINE

The Maine Training Opportunities in the Private Sector (ToPSs)

program 1is offered at 18 locations involving all five WIN regions and

the state’s two SDAs. TOPS is one program option within Maine’s WIN
Demonstration Program, known as WEET -- or Welfare Employment, Education
and Training -- run by the Department of Human Services,

The TOPS program model has three components: pre-vocational imn-
struction; lasting two to five weeks, stressing work maturity skills and
career exploration; a field placement/work experience lasting up to 12
weeks; and finally, grant diversion-funded GJT placements, primarily in
the private sector, lasting up to six months. The components were
designed to build on each other progressively to form an inteprated,
clearly connected set of services. Clients may, however, move into an
0JT position at any time during the program, and need not proceed through

the entire sequence.
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The TOPS design relies on extensive coordination between WEET
and the JTPA system, The basic arrangement is that JTPA will provide
the pre-vocational training; WEET, the work experience placements; and
JTPA, the OJT development and placement, either alome or in conjunction
with WEET. (However, there is some variation in this structure across
localities.) Of the 50 percent employer subsidy for OJT positions, WEET
will pay 35 percent and JTPA pays 15 percent.

WEET caseworkers are responsible for the identification and recruit-
ment of eligible e¢lients, who must be single heads of households on
welfare for at least six consecutive monfhs, and not have regular full-
or part-time employment at the time of entry into the program., Clients
are assessed by WEET staff at an entry interview to determine their
motivation, their appropriateness for the program, and any barriers.
JTPA staff also screen clients right before placement in an OJT posi-
tiom.

The early enrollment projections for the demonstration perioed called
for 600 recipients to participate in TOPS, of which 400 would end up in
0JT positions. As of the end of December 1984, 305 had enrolled in TOPS
and 63 had been placed in OJT positions. Program implementation was
slowed by a number of administrative factors. First, the WEET and JTPA
systems were undergoing major internal changes when TOPS bepan in Novem-
ber 1983, 1In April 1982, when the WIN Program was reétructufed to single
agency administration (WEET), it became part of the newly-created Divi-

sion of Welfare Employment in DHS. The WIN staff was cut from 78 to
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345 two of the seven WIN offices were closed, and the geographic areas
served by WIN were cut hack throughout the state, WEET program emphasis
changed from immediate placement to long~term job preparation stressing
enroliment in education and training programs.

Similarly, the transition from CETA to JTPA in 1983 included agency
reorganization, staff losses, budget cuts, and state restructuring from
three prime sponsors to two SDAs, Non-financial agreements for the
provision of TOPS services were negotiated between central staff in the
Division of Welfare Fmployment and the JTPA SDAs throughout the state,
while repicnal WRET offices subcontracted with local JTPA service de-
liverers under separate arrangements. As a result, there is great
variety in methods of coordination and service provision at the 18
locations providing TOPS,

NEW JFRSEY

New Jersey has incorporated grant diversion into existing WIN
Demonstration activities and is operating in eight counties with a
projected enrollment level of 500 participants per year. The project is
being administered by the Department of Human Services, with the close
cooperation of the State’s Department of Labor, Division of Employment
Services,

As with other states, WNew Jersey elected to participate in the
WIN Demonstration Program in order to take advantage of the.flexibility
to design and implement WIN services. Under the new program, New Jersey

continues to offer the basic WIN components -— group job search, class-
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room training, OJT and work experience ~- and views grant diversion as an
opportunity to use AFDC funding as a source for employment and training
services,

New Jersey has targeted its project to welfare recipients not
currently receiving WIN services, including new registrants as well as
clients who have completed another WIN component yet have still not found
employment. Im all instances, clients must be assessed as employable,
based on minimum educational level or employment history. Participation
in grant diversion is voluntary, and clients are counseled and assessed
by job developers before being placed into the project.

Job‘develomeDE and the matching of clients to OJT positions have
been subcontracted to the New Jersey Department of Labor, Division of
Employment Services. In each demonstration county, at least ome and in
some cases two job developers have been identified to work exclusively on
grant—-diverted 0JT. The job developers are familiar with the local labor
market, the receptivity of firms to a subsidy, and -- of equal importance
—~ the support expected from the firm hiring the recipient., The re-
lationship between DHR and DOL, established during WIN, is strong
at both the state and local levels.

The eight counties selected for the demonstration were chosen for
their interest in grant diversion and for their prior suc;essful job
development efforts for AFDC recipients, However, becauselthe welfare
system is not state-administered, each county welfare board had to review
and approve the project before deciding to participate. This, along with

the need to appoint an independent evaluator, contributed to the slow
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start-up in the first year. The demonstration did not officially begin
until October 1984, but the grant diversion project started as a pilor
program 1in April, Cumulative placements through December 1984 totaled
56,

0JT contracts with private firms vary from four to 26 woeks,
depending on the skills level of the job. Current estimates indicate
that most pay an average of $4.50 an hour in a variety of occupations.
New Jersey's economy and labor market have improved during the past few
years, an encouraging sign to county job developers.

TEXAS

The Texas Department of Human Resources has implemented its grant
diversion project, called Job Training and Work Experience (JT/WE),
in three WIN Demonstration counties throughout the State. These counties
include Dallas (city of Dallas), Smith (Tyler), and Nueces (Corpus
Christi). Although all WIN-mandatory AFDC clients are eligible for
JT/WE, the project itself is voluntary im accordance with state legisla-
tion.

JT/WE has been structured as a multi-phase model. Phase I includes
up fto two months of work experience with a private-for-profit firm,
during which time participants are not paid wages but continue to receive
their AFDC grants and an additional $60 a month for training-related
expenses. This is followed by four months of OJT, with di@erted grants

the source of the subsidy. As a low benefit state, subsidy levels are
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expected to average only 25 percent of the wages during the four-month
period. At the end of the seguence, clients are expected to '"rollover”
into unsubsidized jobs in which medical benefits are available. However,
clients may spend less time than the maximum in either component or,
where appropriate, skip a component.

Currently, there are no linkages with JTPA agencies in any of the
counties, although presentations have been made at the state level to
encourage participation by SDPAs. DHR staff have responsibility for all
facets of the project, with just one staff person within the Division of
Family Self Support Services designated in each county to coordinate all
JT/WE activities.

During the first year of operations, the JT/WE effort in the three
counties was stalled for a number of reasons, and the enrollment level
has been very low. By December 1984, only 1B persons had participated in
one of the JT/WE components compared to a first-year goal of 890, The
main problems were inadequate staffing, the burdensome contracting and
reimbursement procedures for employers, and the complexity of the program
model.

Staffing difficulties have generally arisen in the area of job
development., JT/WE was intended as an additional responsibility for
the Family Self Support staff, who have the regular tasks of handling WIN
services, Medicaid screening and other social service needslof clients,

And, while job development is a key task in a grant diversion effort,
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the responsibility has rested in most cases with a single staff member
inexperienced in the techniaues of locating appropriate jobs and with
little knowledge of the local labor market,

The contracting and reimbursement procedures for JT/WE are time-con-
suming and were, at least initially, voluminous. Agreements with private
employers, until recently, needed to be approved by chief eaxecutive
officers, who were in some instances heads of large national firms
residing outside the state, Standard gervice provider agreements
were not appropriate for private employers and have since been revised.

Another problem was that DHR staff are prohibited by state law from
providing direct payments to participants. Thus, private employers
themselves have to pay for the interview stipends ($10 per interview) and
the training-related expenses of clients ($60 per month) for the first
phase of JT/WE in all but one area. Consequently, staff try to locate
firms willing to assume these expenditures (although they are later
reimbursed by the state), or as in one jurisdiction, make arrangements
with private nonprofit and public agencies to provide these payments,

At the close of the first year of operations, FS3 and JT/WE staff
met to consider major modifications of the program. The conmsensus among
key central and area staff was that the multi-phase design was attrac-—
tive to neither clients nor employers, and was merely confusing. The
need for a streamlined contracting and reimbursement policy was apparent,
and steps have already been taken to redesign the procedures. Additional

staffing, along with specific trairing in the fundamentals of job develop-
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ment, were also strongly suggested,. JT/WE may also be cut back from
three locations to one (Dallas).

VERMONT

Vermont is the only participating state that elected not to apply
for WIN Demonstration status. The grant diversion program (as in Maine
is also called TOPS) was intended to build on the strong relationships
that already exist between the State Departments of Social Welfare (DSW)
énd Employment and Training (DET). As a high benefit state, Vermont
intended grant diversion to be a vehicle to help the state’s welfare
recipients obtain primary labor market jobs with wages high enough to
move them permanently off welfare.

TOPS is administered by DSW through a contract to DET. The project
is decentralized and operates through 12 state districts, In the DSW
central office, one person is in charge of the overall coordination., At
the district level, DET has allocated 10 job developer positions in
12 local offices.

The TOPS program design has no sequence of activities; rather grant
diversion is part of an inteprated WIN service program that includes
group and individual job search, WIN support services, CWEP and referrals
to JTPA. First, those eligible for TOPS discuss their job interests
with a social worker, who then, jointly with a job developer, assesses
the client”s vocational skills and the available job bpportﬁnities. The
job developer attempts to find an appropriate slot for the client, while

the social worker takes care of any employment barriers.
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Marketing of the program varies within the state: some districts
use the Targeted Job Tax Credit (TJTC), others appeal to employers’
humanitarian instincts, and still others emphasize the availability of
the 50 percent subsidy for up to six months. Small and medium-sized
companies with an entry wage of $4,30 per bour are the principal targets
of job developers,

The eligibility criteria for TOPS allow mandatory WIN registrants to
participate who have had at least six consecutive months on AFDC, some
high school education (although a diploma is not required) and some work
experience, Because many in the target group have had recent earnings, a
good number of participants have exhausted part or all of their $30 and
1/3 disregard.

As of December 31, 1984, the cumulative number of O0OJT placements
in the Vermont TOPS program was 15, compared to a first-year placement
goal of 200. Major implementation delays were caused by the need for
state legislation authorizing the program, the negotiation of the con-

tract between DSW and DET, and the hiring and training of staff,
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IVv. Observations from the First Year

The first year of most new programs is a period of ad-
justment., Planning an initiative takes time and effort, and start-up
problems are inevitable before operational stability can be achieved.
This has been especially true for the grant diversion projects, where the
states have confronted an array of problems and constraints -- some
anticipated and some unexpected,

This section of the report will examine the early start-up
period and how states responded to the set of issues and challenges
identified in Section II. The facilitating and impeding factors which
affected implementation during this early period will also be assessed.
In reviewing this section, one should keep in mind the definition of
grant diversion noted earlier: that is, grant diversion refers to the
financial mechanism by which all or a portion of public assistance grants
can be used to help fund specifie programs involving the recipients of
those grants, In the case of these six states, AFDC funds were diverted
to form a wage pool to partially subsidize positions in the private
sector.

A. Scale

All of the states have fallen short of their first-year goals
for OJT placements, Collectively, the six states originally projected
about 3,800 placements in OJT positions from October 1, i983 through
September 30, 1984. As of December 31, 1984, the number of cumulative

placements was approximately 250.
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At this point, it would be premature to draw any definitive
conclusions on the feasibility of 0JT as an employment option for the
AFDC population, given the significant time needed for matters of ad-
ministration and coordination. However, based on this early period, it
appears that the scope of prant diversion~funded OJT programs is lIikely
to remain modest in these six statee. This is a key issue to be examined
in the second year of operations.

The states” shortfall in achieving their initial poals
can be attributed to a number of factors. First, with the exception of
Maine (which had applied for waivers even before OFA”s application
process), programs could not get under way until plans had been completed
for the budpet, the research design, and the selection of an evaluation
contractor. As a result, the programs did not become operational until
the spring of 1984, and in the case of New Jersey and Vermont, not until
the summer of 1984, States then had to staff up for their.programs,
train the staff, and develop procedures for administration and data
collection. Further delays resulted in states where authorizing legis-
lation or the formal adoption of administrative regulations was re-
quired, States electing to coordinate with the Employment Service or
JTPA required more time to undertake the necessary negotiations. In
addition, preparation for the new grant diversion programs was occurring
at the same time that state welfare agencies were adjustiﬁg to major
funding and repulatory changes in the welfare system and the WIN Progrém.

Second, perhaps because of their lack of familiarity with 0JT

programs, the poals set by the states were overly ambitious and probably
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unreglistic., Private sector OJT has never been a large-scale employment
option for welfare recipients, and there would be little reason to expect
a major turnaround under grant diversion, which is merely a mechanism
for funding the wage subsidy. Goals probably should have been adjusted
downward to reflect the inexperience of welfare agency staff in mounting
these types of programs,. Some of the states were probably also over-
zealous in trying to start a new program in all or a large portion of the
state, although Arizona, Maine and Vermont may have done so only because
of sample-size requirements for the impact study. To the states” credit,
most have now either officially or inforﬁally adjusted their goals for
the first year, and most recognize that, even with the benefit of recent
operating experience, the goals for subsequent years will also need to be
altered,

Despite the apparent constraints on the size of these pro-
grams, grant diversion-funded OJT may still be useful as one tool in
an array of employment options. (It is hoped that the impact studies
will produce evideﬁce on the extent of any effects on participants”’
employment, earnings or welfare receipt.) There may also be other
benefits associated with welfare apgency staff becoming more employment-
oriented and proficient in developing jobs with private employers, and
in bringing the welfare and employmené systems closer together.

B. Targeting
Most of the states have targeted their programs to the

middle range of the caseload in terms of employability, While Texas
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opened the program to all who were interested, the other five states
largely restricted participation to a segment of the caseload. Two basic
approaches were used in establishing eligibility. TIn Maine and Vermont,
eligibility is based on the recipients’ length of time on welfare. Only
recipients who have been on welfare a minimum of six months gualify
for welfare diversion. TIn Arizona and Florida, diversion is restricted
to clients who complete an upfront job club or another job search com~
ponent without finding a job., (In 4Arizona, recipients can also gualify
i1f they have been on welfare for a minimum of three months.) By focusing
on this broad range of recipients, states bope to work with a group of
recipients who are unlikely to get jobs on their own, but are also
attractive to employers when subsidies are used as a hiring incentive.
Within the targeted caseload, there has been some screening
to select appropriate clients and some degree of self-selection by the
clients themselves. Mandatory WIN recipients who either were not ap-
propriate or did not want to participate were not referred since program
staff had no desire to jeopardize relationships with employers. In Maine
and Florida, WIN volunteers are also encouraged to participate.
During this early period, sanctions were rarely used.
Individuals who did not comply with program regulations were usually
referred to other WIN components, ‘Hesitancy to institute the adiudi-
cation process after placement created some problems for staff, who

sometimes became frustrated by the ltack of leverage when a trainee’s
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performance and attendance declined. Nevertheless, it is unlikely
that the adjudication process will be used in these programs. It is more
likely that noncompliant individuals will continue to be transferred to
other program components or to an unassigned pool. In Arizona, for
example, roughly half of the participants had been terminated from their
jobs before their OJT period expired, vet none of the recipients has been
sanctioned.

C. Job Development

In the past, job development has been one of the most dif-
ficult problems of QJT operated in the‘private sector, and early in-
dications are that it will continue to be a problem for these programs,
While start-up and other administrative difficulties help account for the
low numbers of participating firms to date, staff in all of the states
are struggling to identify interested employers. Employers have not been
particularly responsive to wage subsidies or the prospect of entering
into a contractual agreement with a government agency, Anecdotal evi-
dence indicates that employers oftenm prefer to hire directly rather than
hecome involved in on-the-job training contracts.

During the initial period, the states showing the greatest
degree of sguccess were those that had agencies experienced in job de-
velopment and programs that were simple and straightforward., 1In Arizona,
grant diversion is not a separate program, but a marketing tool at the
disposal of job developers in three different systems, all housed

within the same administrative structure. The effort is-marketed_not as
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an OJT program but as a bonus payment of $180 per mounth for emplovers
who hire welfare recipients. (The program’s -catchy name, "The Right

Change,” has also helped in publicity efforts.) New Jersey is also a
better-performing 0OJT state. Job development is contracted to the
Department of %Labor, which has had long and extensive experience in
developing 0OJT positions and a good relationship with the Department of
Fuman Services, As a major Supported Work state, New Jersey is, in
addition, well versed in the mechanics of welfare diversion. %Roth
Arizona and New Jersey further benefit from healthy labor markets and low
unemployment rates.

States encountering greater difficulty with job development
are those (such as Texas) which rely on welfare agency staff; those
with limited prior experiénce; or states like Maine and Florida that are
attempting to cultivate new relationships with the JTPA system, These
states are tolerating delays and short-term setbacks in the hope that the
long-term benefits of the new relationships will make their efforts
worthwhile. Grant diversion is essentially an investment to orient their
agencies to the employment needs of the welfare population.

Texas is an example showing the learning c¢urve needed for a
new initiative. Initially, Texas intended to use its standard service
provider agreements for OJT contracts with private employers.‘ Many parts
of this multi-page document were not applicable to business firms. Texas
eventually adjusted and simplified its contracting procedures, but this

process took time.
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e 2 Ch. 1025

supported work, as provided for in paragraph (8} of subdivision (d)
of Section 11320.3, and lengthy classroom training.

(c) Program perticipants who have been recipients of aid under
this chapter for less than two years and who have a history of
employment shall be provided with less costly services and
short-term services, unless a determination is made that these types
of services would not be effective in assisting a program participant
to achieve the ultimate goal of obtaining unsubsidized employment.

11320.5. (a) At the time an individual applies for aid under this
chapter, or at the time a recipient’s eligibility for aid is redetermined,
the county shall determine whether the individual is required to
register for the program provided under this article. At the time this
determination is made, any individual who is deemed to be required
to register under this articie shall immediately register with the
county welfare department. At the time an individual registers
pursuant to this article, he or she shall receive a written preliminary
determination ‘that he or she is 2 member of a targeted group, for
purposes of the federal Targeted Jobs Tax Credit and the California
Jobs Tax Credit. With respect to any person required to register
under this article, registration pursuant to subdivision (b), shall be
a condition of eligibility for aid under this chapter, except that any
delay in registration due to circumstances beyond the control of the
individual shall not adversely affect his or her eligibility for aid under
this chapter. The recipient may appeal a determination that he or
she is required to register under this article or sign a basic contract
pursuant to subdivision (b), through the procedures set forth in
Chapter 7 {(commencing with Section 10950) of Part 2. Persons not
required to register may volunteer to participate. An applicant for,
or a recipient of, aid who is dissatisfied with the terms of the basic
contract may seek redress through informal and formal conciliation.

Unless otherwise exempt, all of the following persons shall not be
required to participate in program components, beyond regisiration,
until the county welfare department determines that the situation
not requiring participation no longer exists:

(1) A caretaker relative who is enrolled in school for at least 12
units of credit and has a child under age six.

(2) A person who is so seriously dependent upon alcohol or drugs
that work or training is precluded.

(3) A person who is having an emotional or mental problem that
preciudes participation.

(4) A person who is involved in legal difficulties, such as
court-maintained appearances, which preclude participation.

(5) A person who does not have the legal right to work in the
United States.

{(6) A person who has a severe family crisis.

(7} A person who is in good standing in a union which controls
referrals and hiring in the occupation.

(8) A person who is temporarily laid off from a job with a definite
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call-back date.

(9) A person who is employed for 15 or more hours per week.

(10) A person, or a family member, has 2 medically verified illness,

(b} At the time an individual registers pursuant to this article,
including persons who volunteer to participate, or with respect to
any individual described in paragraphs (1) to (16} of subdivision (a)
at the time the situation which permits nonparticipation no longer
exists, every individual shail enter into a writien basic contract with
the county welfare department. The county chall offer the
participant three days in which to consider and evaluate the
proposed terms of this contract, or any subsequent amendments to
this contract. The contract shall contain all of the following:

(1) The contract shall be written in clear and understandable
language. The contract shall have a simple and easy-to-read format.
The contract shall contain ai least all of the following general
information: .

(A} A general description of the program provided for in this
article.

(B) A description of the services, including supportive services
such as child care and transportation, available to program
partcipants.

{C) A description of the rights, duties and responsibilities of
program participants, including a lst of the exemptons from
required participation under this article und the consequences of a
refusal to participate in program components,

(2) In the case of any participant who has not been emploved
within two years from the date of registration, except for a
participant described in psragraph (4), the contract shall provide
that the participant shall participate in job club for a period of three
weeks, as defined in paragraph (1) of subdivision (¢} of Section
11320.3. Participation pursuant to this paragraph may be delayed in
accordance with paragraph (5) or (6).

(8) In the case of any participant whe has been employed within
two years of the date of registration, except for a participant
described in paragraph (4), the participant shall have the option to
participate in a three-week period of job clhub, as defined in
paragraph (1} of subdivision (¢) of Section 113203, or in a
three-week period of supervised job search, as defined in
subparagraph (B) of paragraph (1) of subdivision (¢) of Section
11320.3. At the discretion of the employment and training counselor
and with the approval of the first or second line supervisor, the job
search period may be shortened when it is determined that all
reasonable job search efforts have been sxhausted. The participant
shall choose one of the optons upon signing the contract
Participation pursuant to this paragraph may be delayed in
accordance with paragraphs (8) or (6).

{4) Notwithstanding paragraphs (2} and (3), in the case of any
participant who has been & recipient of aid under this chapter more
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than twice within three years from the date of registration, the
contract shall provide for immediate referral to assessment pursuant
to subdivision (c). Participation pursuant to this paragraph may be
delayed in accordance with paragraph (5) or (6).

(5) An individual who is enrolled in a selfinitiated vocational
training program of limited duration or an educational program
which leads to unsubsidized employment may continue to
participate in that program until completion, or in the case of an
educational program, for a maximum of two academic years.
Participation in the vocational or educational training program shall
be reflected in the basic contract. The basic contract shall provide
that whenever an individual to which this paragraph applies ceases
to participate in, fails or refuses to attend regularly, or does not
maintain satisfactory progress in, the educational or vocational
training program, the individual shell participate in this program in
accordance with paragraphs (2}, (3), or (4), whichever is applicable.
~ (6) For those participants who lack basic literacy or mathermatics

skills, a high school diploma or its equivalent, or English language
skills, the basic contract shall provide for either remedial education,
instruction in order to obtain a general educational development
certificate, or instruction in English-as-a-second-language. These
participants shall be referred to appropriate service providers,
including the educational programs operated by school districts or
county offices of education that have contracted with the
Superintendent of Public Instruction to provide services to
participants pursuant to Section 33117.5 of the Education Code. The
basic contract shall provide that when an individual, to which this
paragraph applies, fails, refuses, or ceases to participate in the
instruction provided for in this paragraph, without good cause, as
specified in Section 11320.7, the individual shall be subject to the
sanction provisions of Section 113206,

{c) A participant described in paragraph (4) of subdivision (b},
and any participant described in paragraphs (2) or (3} of subdivision
(b) who has not obtained employment after his or her three weeks
of participation in job club or supervised job search, shall work with
the county welfare department to initiate the development of an
employment plan. In developing the employment plan pursuant to
this subdivision, the county and the participant shall develop an
assessment of the skills and needs of the participant, which shall
include at least all of the following:

(1) The participant’s work history, including an inventory of his
or her employment skills, knowledge, and abilities. ‘

{2) The participant’s educational history and present educational
competency level.

(3) The participant’s need for supportive services in order to
obtain the greatest benefit from the employment and training
services offered under this article.

(4) The employment goals of the participant, and an evaluation of
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the chances for the achievement of these goals given the current
potential skills of the participant and the local labor market
conditions.

(5} A goal to be attained upon completion of the program,
including the period of time it will take to achieve this goal, and the
resources available under this program for the attainment of that
goal. This assessrnent shall be done by a person qualified by
education or experience to provide counseling, guidance,
assessment, or career planming. The county may contract with
outside parties, including local educational agencies and service
delivery areas to provide the assessment required by this subdivision.

(d) When the county and the participant have completed the
assessment process required pursuant to subdivision (c), and they
have agreed upon a goal to be attained under this program and the
resources to be utilized in attaining that goz!, the county and the
participant shall amend the basic contract entered into pursuant to
subdivision (b). The contract amendrent shall specify the goal to be
attained, the training or education services to be provided to the
participant in order to attain the goal, which may consist of either
one or more of the program components provided for in subdivisions
(e} and (d) of Section 113203, and the criteria for successful
completion of these services and attainment of the goal. With respect
to education and training programs, the criteria shall include regular
attendance, satisfactory progress, and completion of the program.
The contract amendment shall provide for supportive services as
necessary for participation in this program. Once the participant has
begun his or her training or education, he or she shall have 30 days
in which to request a change or reassignment to another component.
The county shall grant the participant’s request for reassignment to
another component that is consistent with the results of the
assessment. This grace period shall be spelled out in the contract
amendment and shall be available only once to each participant.

if services to be provided under the contract are not immediately
available to the participant, he or she shall receive job search services
until the education or training services designated in the contract are
available.

Any individual who meets the established criteria for successful
completion of the training or education services to which he or she
is assigned, but who remains unemployed, shall be referred to job
search services for a period of 90 days. These job search services may,
depending upon the needs of the participant, include any of the
services provided for in subdivision (¢} of Section 11320.3. If the
participant remains unemployed at the end of this 80-day job search
period, he or she shall be evaluated and reassigned to an advanced
long-term preemployment preparation assignment, as defined in
paragraph (2} of subdivision (d) of Section 11320.3. ‘

If at any time a participant does not meet the established criteria
for successful compietion of the training or education services to
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which he or she s assigned, the participant shall be reassigned to a
basic long-term preemployment preparation assignment, as defined
in paragraph (2) of subdivision (d) of Section 11320.3. The
assignment to advanced or basic long-term preemployment
preparation shall be reviewed by the county at least once every six
months, for its continuing conformity to the contract, and likelihood
of leading to unsubsidized employment. This review shall require an
onsite visit to the participants worlsite, and a discussion with the
participant about his or her assignment and his or her job search
progress. At the end of the one-year period specified in subdivision
(d) of Section 11320.3, the county and the participant shall review
the employment plan and, using the procedure described in
subdivision (¢), shall make any revisions necessary to obtain the goal
of unsubsidized employment for the participant. These revisions
shall become an amendment to the basic contract as provided in this
subdivision.

Whenever a participant is assigned to a program component, the
contract shall be amended to reflect the assignment. The county and
the recipient shall be bound by the terms of any amendments made
to the contract. The participant shell maintain responsible and
adequate progress toward the goal of employment through the
methods set forth in the plan, and the county shall provide the
services specified in the plan.

(e) Notwithstanding the procedures set forth in Chapter 7
(commencing with Section 10850) of Part 2, if the participant and the
worker are unable to reach agreement on amending a contract,
pursuant to subdivision (d), the matter shall be referred by the
county for an independent assessment by an impartial third party
with career planning experience. The results of this assessment,
which shall be binding upon the county and the participant, shall be
vsed to develop the appropriate employment plan for the
participant.

No assessment under this subdivision shall be made by a party
having any financial or other interest in the result of the assessment.
The party making the assessment shall be selected by the
department according to an unbiased procedure. Remuneration for
this assessment shall be made by the departtnent according to a fair
fixed fee established by regulations of the department.

(f) A participant shall not be placed involuntarily in any other
training or education component while waiting for assignment to the
component agreed to in his or her contract.

Since a participant assigned to preemployment preparation, as
defined in paragraph (2) of subdivision (d) of Section 11320.3, will
be expected to continue to seek employment, at any time during the
participant’s preemployment prepearation assignment he or she may
request job services, as defined in subdivision (¢) of Section 11320.3.

(g} Any participant who fails or refuses to participate in the
program developed by the sssessment pursuant to subdivision (e)




Ch. 1025 34—

shall receive sanctions in accordance with Secton 11320.6.

Any county which fails {0 provide services according to its plan
approved pursuant fo this artiele shall receive sanctons in
accordance with Section 10805, A recipient or a group of recipients
may request the director to invoke Section 10605,

(h} Any participant who has entered into an amended contract
plan pursuant to subdivision {d) and who, at any time, fails or refuses
to participate in a component to which he or she has agreed to
participate without good cause, shall be subject to sanctions in
accordance with Section 11320.6.

11320.55. Ifan overpayment occurs pursuamnt to Section 11004, the
number of hours calcuiated according to subdivision (d) of Section
11320.3 represented by the overpayment recoupment shall be
deducted from the hours of participation reguired in future months.
If a participant ceases to participate under this article before the
adjustment in hours can be made, the county shall forgive the
overpayment.

11320.6. (a) Whenever an individual has failed or refused to
participate without good cause in 2 program component to which he
or she is assigned pursuant to subdivision (b}, (d), or {e) of Section
11320.5, and the participant continues to refuse to participate after
a period of informal and formal conciliation between the county and
the participant, sanctions shall be imposed in accordance with
subdivision (b) or (¢}, whichever is applicable. The department shall
develop regulations specifving the maximum length of time which
may be utilized in informal conciliation efforts. These efforts may
utilize discussions with the supervisors of employees who make the
decisions as to whether a participant has refused to participate
without good cause in a program component te which he or she is
assigned. Formal conciliation efforts shall follow informal
conciliation efforts, if the latter have not resolved the dispute.
Formal conciliation shall be conducted in accordance with Section
5302 of the Unemployment Insurance Code.

(b} Except for persons voluntarily participating in this program,
whenever the participant engages in an initial failure or refusal to
participate without good cause, in & program component to which he
or she has been assigned pursuant to subdivision (b), {d), or (e) of
Section 11320.5, and conciliation efforts pursuant to Section 5302 of
the Unemployment Insurance Code have failed, the family shall be
placed on money management services for three months, except that
if the participant and the county welfare depariment reach an
agreement on program participation during this sanction period, or
if the participant agrees to participate and performs the activity he
or she previously refused to perform, money management services
shall be terminated as scon as possible. Financial ssnctions shall be
imposed in accordance with Section 11308 if any of the following
events occur:

{1) The participant continues to refuse to participate after the
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to transport family members to a school or place providing care, or
when walking is the only aveailable means of transportation, the
round txip is more than two miles, exclusive of the mileage necessary
to accompany family memnbers to a school or 2 place providing care.

(4) The employment, offer of employment, activity, or other
training for employment involves conditions and specific
responsibilities that impair the individual's physical or mental health
or are not related to the individual’s capability to perform the task
on a regular basis.

(8) The empioyment, offer of employment, activity, or other
training for employment involves eonditions that are in violation of
applicable health and safety standards.

(8) The employment, offer of empleyment or work activity, does
not provide for worker’s compensation insurance.

(7} An employment or iraining program position utilized
pursuant to this arficle may not be created in violation of Section
11320.35.

(8) The employment, offer of employment, activity, or other
training is not within the scope of the empioyment plan as contained
in the contract provided for under Section 11320.5.

(9) Accepting the employment, offer of emplovment, or work
activity would cause the individual to viclate the terms of his or her
union membership.

(10) Accepting the employment, offer of employment, or work
activity wouid cause an interruption in an education or job training
program in pregress, excluding community work experience
assignments as defined in paragraph (2) of subdivision (d) of Secton
11320.3, or would prevent the individual from returning to his or her
regular job within a reasonable time, unless the job offer provides
either of the following:

(A) Employment and sofficient income to lead to self-support and
the job offer is within the scope of the employment plan.

(B) Temporary employment while the individual is waiting for
reernployment in his or her regular job.

(11} The participant is not receiving the supportive services
agreed to under the contract entered intc pursuant to Section
11320.5.

(12} In addition to good cause s specified in this section, no
sanction shall be applied to any participant who is absent or tardy for
periods up to 10 percent of the weekly hours reguired for any
component. However, this Hime shall not accumulate,

(13) The employment or offer of employment is at a wage level
that results in a net loss of income, in accordance with subdivision (
Iy.
(b) The individual is temporarily physically incapacitated or
suffers temporery physical iliness.

(c) The individual is required to appear in 2 court proceeding or
is incarcerated.
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three month money management services sanction period.

(2) The participant engages in a second instance of
nonparticipation without good cause.

{3) The participant refuses to participate in violation of an
agreement made during the imposition of money management
services sanctions.

(e} The sanctions provided for in subdivision {b) shall not apply
to an individual voluntarily participating in the program. If such an
individual engages in conduct which would bring about the
imposition of sanctions provided for in subdivision (b), except for his
or her status as a voluntary program participant, the individual shall
be precluded from participating in the program for a period of six
months. —

11320.65. Except as specified in this section, whenever a
participant believes that any program requirement or assignment in
this program is in violation of his or her contract or is inconsistent
with this article, the participant may invoke the formal grievance
procedure, which shall be conducted in accordance with Section
5302 of the Unemployment Insurance Code, request a fair hearing
pursuant to Chapter 7 {(commencing with Section 10650} of Part 2,
or utilize a formal grievance procedure to be established by the
county board of supervisors, and to be specified in the plan
developed by each county pursuant to Section 113202. If the
participant is not satisfied with the outcome of the grievance
procedure, he or she may appeal the decision in accordance with the
procedures set forth in Chapter 7 (commencing with Section 10950)
of Part 2. Partcipants shall be subject to sanctions pending the
outcome of the formal grievance procedure or any subsequent
appeal, only if they fail to participate during the period the grievance
procedure is being processed. A participant shall not, however,
utilize the grievance procedure to appeal the results of an assessment
made pursuant to subdivisions (c) or (e} of Section 11320.5.

11320.7. No sanctions shall be applied for a failure or refusal to
participate with good cause. Good cause for failure or refusal to
participate in a program component to which a participant is
assigned pursuant to subdivisions (b}, (d), or (e) of Section 11320.5
shall include all of the follewing:

(a) An assignment, job referral, or job does not meet appropriate
work and training criteria due to any of the following:

(1) The employment, offer of employment, activity or other
training for employment diseriminates in terms of age, sex, race,
religion, ethnic origin, or physical or mental handicap.

(2) The employment o7 offer of employment, exceeds the daily or
weekly hours of work customary to the occupation.

(3) The employment, offer of employment, activity, or other
training for employment requires travel to and from the place of
employment, activity, or other training and one’s home that exceeds
a total of two hours in round trip time, exclusive of the time necessary
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(d) The individual is suffering 2 family crisis or changed
individual family circumstance as evidenced, for example, by the
death of a spouse, parent, or child or an illness of a spouse, parent,
or child which requires the individual’s immediate attention.

(e} Inclement weather or other act of nature precludes individual
and other persons similarly situated from traveling to an activity.

(f) There is a breakdown in transportation arrangements with no
ready access to alternate transportation.

(g) The individual needs any other necessary social service not
specifically mentioned in his or her contract.

(h) An individual refuses to accept major medical services even
if the refusal preciudes participation in the program.

(i) Licensed or exempt child care is reasonably unavailable, or
unavailable during the individual’s hours of training or employment
including commuting time, or arrangements for child care have
broken down or have been interrupted. For purposes of this section,
“reasonably” includes having at least two choices of child care
arrangements. The choices of day care shall mesat either licensing
requirements or the criteria established pursuant to subdivision (i)
of Section 11320.3. This exemption shall include the unavailability of
suitable special needs child care for identified special needs children,
including children with disabilities, chronic illnesses, or other special
needs.

(§) An individual is engaged in employment or training that is
consistent with the employability objectives of the program, and
prior notification and approval from the worker has been received.

(k) At the discretion of the county, any other substantial and
compelling reason other than those specified in this section.

(1) Net loss of income would occur pursuant to the conditions
provided for in this subdivision, if an offer of employment which
results in a net income of less than 100 percent of a person’s grant
and that was not agreed to or part of a participant’s employment
training contract is accepted. Net loss of income shall be deemed to
occur when current income is greater than the postemployment
income would be if the job offer were accepted. “Posternployment
income” means any unearned income plus the gross earnings from
the job offered, less all of the following: mandatory and legal
deductions from the proposed salary, the cost to the participant of
health insurance premiums offered by the prospective employer or
if none is offered, the cbst of purchasing health insurance coverage
based on the competitive market rate, child care, transportation, and
other mandatory work-related expenses, and the cash equivalent
value of the difference between the assistance food stamps and the
nonassistance food stamps for which the participant is eligible.

For purposes of computing the income disregards, the regional
market rate for child care, transportation, and other mandatory
work-related expenses shall be used. Regional market rates for child
care shall be determined in accordance with the Alternative
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Payment Program as provided for under Article 3 (commencing
with Section 8220) of Chapter 2 of Part 6 of the Education Code.

11320.75. A participant under this article shall have ail due
process rights granted pursuant to Chapter 7 (commencing with
Secton 10880) of Part 2.

11320.8. All contracts between counties and providers of services
under this article, including employers providing preemployment
preparation, shall include specific performance criteria. Any such
contract or agreement shail also include the provision of job
placement by the education or service provider. These contracts
shall provide for termination of the contract at the discretion of the
county if the provider either: (1) viclates the contract between the
county and the participant provided by Section 11320.4, or (2} fails
to meet the performance criteria specified in the contract.

113209. (a) The department shall seek any federal funds
available for implementation of this article, including, but not
limited to, funds available under Title IV of the federal Secial
Security Act (42 US.C. Sec. 601 et seq.) for the Work Incentive
Demonstration Program, the Employment Search Program, and the
Community Work Experience Program. : ‘

(b} The department shall seek any waiver from the Secretary of
the United States Department of Health and Human Services which
is necessary to implement this article.

SEC. 12. The State Department of Education shall report to the
State Department of Social Services each quarter the number of
children receiving, and the amount of expenditure for, child care
services provided to persons served in the State Department of
Education child care programs who are eligible for federal fund
reimbursement for child care services under Article 3.2
{commencing with Section 11320} of Chapter 2 of Part 3 of Division
9 of the Welfare and Institutions Code.

The State Department of Education shall enfer into an
interagency agreement for the purpose of transferring to the State
Department of Social Services an amount from funds appropriated
to the department equal to the amount spent on child care services
for Greater Avenues for Independence eligible persons. Through the
same interagency agreement, the State Department of Social
Services shall reimburse, in a Hmely manner, to the State
Department of Education the amount ‘transferred including both
federal and general funds. :

It is the intent of the Legislature in authorizing this transfer of
funds, that the State Department of Social Services utilize this
transfer to maximize the use of federal funds for child care services.
The State Department of Social Services shall enter into an
interagency agreement with the State Department of Education to
fully reimburse the amount of the transfer, regardless of the level of
federal matching funds. The State Department of Education shall be
held harmless from incurring a deficiency resulting from this
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transfer.

SEC. 13. Notwithstanding Chapter 3.5 (commencing with
Section 11340) of Part 1 of Division 3 of Title 2 of the Government
Code, emergency regulations adopted within 120 days of the
enactment of this act in order to implement this act shall not be
subject to the review and approval of the Office of Administrative
Law. The regulations shall not remain in effect more than 120 days
unless the adopting agency complies with all the provisions of
Chapter 3.5 as required by subdivision (e) of Section 11346.1 of the
Government Code.

SEC. 14. (a) In order to implement this act the following
augmentations are provided to the State Department of Social
Services for the purposes of implementing this act, including
reimbursements to counties for costs mandated by the state pursuant
to this act.

For the 1983-85 fiscal year, the sum of fifteen million eight
hundred thousand dollars ($15,800,000) is hereby appropriated to the
State Department of Social Services, as follows:

(1) The sum of seven million nine hundred thousand dollars
(87,900,000} from the General Fund.

(2) The sum of seven million nine hundred thousand dollars
($7,800,000) from the Federal Trust Fund.

{b) For the 1985-86 fiscal year, the sum of two hundred thousand
dollars ($200,000) is hereby appropriated from the General Fund to
the State Department of Education for the Resource and Referral
Program to support the activities required by this act. When
allocating these funds, the department shall consult with the State
Department of Social Services to ensure that priority for funding is
given to resource and referral agencies in counties that are
implementing, or planning to implement, the Greater Avenues of
Independence Act.

(¢) For fiscal year 1985-86, there shall be transferred from Item
6100-196-001 to the State Department of Social Services the sum
required for the purpose of maximizing federal funds for child care
services. The State Department of Social Services shall enter into an
interagency agreement to fully reimburse the State Department of
Education in a timely manner for the amount of any transfer. The
State Department of Education shall be held harmless from any
deficiency resulting from this transfer. The Department of Finance
shall report any transfers to the Joint Legislative Budget Commitiee
and the respective fiscal committees pursuant to Section 28 of the
1985 Budget Act.

SEC. 14.5. Except as specifically provided in this act,
appropriations for purposes of this act for subsequent fiscal years
shall be made annually through the Budget Act.

SEC. 15. Notwithstanding any other provision of law to the
contrary, the sum of two million dollars ($2,000,000) is hereby
reappropriated from Item 6100-156-001 of the Budget Act of 1985 to

94 20




Ch. 1025 — 4G —

the Superintendent of Publie Instruction for the purposes of Section
33117.5 of the Education Code.

SEC. 155. In order {o encourage school districts to educate and
train welfare recipients under the provisions of Sectign 33117.5 of the
Education Code, as added by this act, the sum of one million dollars
($1,000,000) is appropriated from the General Fund as a one-time
augmentation to appropriations contained in the Budget Act of 1985
as follows:

(a) Budget Item 6100-102-001: the sum of five hundred thousand
dollars {$500,000).

{b) Budget Item 6100-156-001: the sum of five hundred thousand
dotlars ($500,000).

These additional funds shall be available only upon a
determination by the Superintendent of Public Instruction that the
amounts appropriated for budget Items 6100-102-001 and
6100-156-001 by the Budgset Act of 1985 have been fuily utilized.

SEC.16. Itisthe intent of the Legislature that the annual Budget
Act provide an amount equal to one-half of the amount provided
from Job Training Parinership Act funds for the purpeses of Section
33117.5 of the Education Code from each of Items 6100-102-001 and
6100-156-001.

SEC.17. This act shall become operative only if SB 303 is enacted
during the 1985 portion of the 1985-86 Regular Session.

SEC. 18. This act is an urgency statute necessary for the
immediate preservation of the public peace, health, or safety within
the meaning of Article IV of the Constitution and shall go into
immediate effect. The facts constituting the necessity are:

The program provided for in this act will materially assist
applicants for, and recipients of, aid to families with dependent
children to obtain employment thereby reducing dependency on
public assistance and any delay in implementation would result in
the further denial of this needed assistance to applicants and
recipients. Furthermore, in order to ensure that this state has the
opportunity to implement the program provided for in this act as
part of the three-year Work Incentive Demonstration Program,
which is currently being implemented in pilot counties and will be
implemented in all WIN counties effective July 1, 1985, it is necessary
that this act go intc immediate effect.
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CHAPTER 1

INTRCGDUCTION AND OVERVIEW

Supported work is a program designed to impart good work habits
and experience‘to the hard-core unemployed, thus easing the transition to
jobs in the regular labor market, Supported work, unlike most other
employment or social service programs, was operated for five years as a
national demonstration and evaluated under an experimental researth
design.l The demonstration was managed by the Manpower Demonstration
Research Corporation {MDRC), and this manual represents a summary of some
of the most useful lessons derived by MDRC staff from the management and
operation of the supported work demonstration.

The National Supported Work Demonstration began operaticns in early
1975 at 13 locations across the United States. Its purpose was to
determine the cost-benefit and impact of supported work on the long-term
employability, earnings, welfare status, criminal and drug activity of
four groups of people who represent a substantial core of what is often

' former drug addicts, ex—offenders, long-term

called "the underclass:’
AFDC recipients, and drop-out, delinquent youths. Because supported work
was to be a highly structured research projiect involving the random
selection of participants inte control and experimental groups, eligi-

bility regquirements for each group were carefully defined and enforced to

ensure that each individual entering supported work had little or no

See MDRC Board of Directors, Summary and Findings of the National
Supperted Work Demonstration (1980) for a comprehensive overview of the
basic findings of this large~scale experiment.




previous employment experience and a personal histery of institutional
dependency or involvement that made it highly wunlikely that he or she

would ever become a stable member of the workforce by conventional

means, As the demonstration progressed, local communities also utilized
supported work for other populations -- primarily former alcoholics,
recentliy-released mental patients and the mentally retarded -- and

although these groups were not included in the original research sample,

their in—program experience indicates that supported work may be appro-

priate for these and other groups as well.

By 1981 the demonstration had grown to include 21 programs located
in 13 states, Three étates -~ Wisconsin, New Jersey and West Virignia —-
had chosen, based on early demonstration experience, to expand supported
work operarions. - Many of the 21 programs were noticeably unique in
various respects. But each program could be characterized by a few
fundamental features which together constitute a working definition of
"supported work."

. A sole-purpose organization or distinet unit eof a larger
organization was respensible for emploving the supported workers and
developing and administering the wvarious components of supported
work. This organization or unit had a professional staff whose work
was solely devoted to the supported work operatiom. It may have
been a nonprofit corporation whose sole corporate purpose was the
operation of supported work. Such an organization had its own board
of directors, usually composed of persons representing local busi-
ness, labor, community, governmental, banking and legal interests,

Or, the program may have been lodged in a larger local organization,




such as a CETA office, Urban league, Spanish-Speaking Unity Council
or Community Action Agency, where supported work was one of several
programs being operated under one corporate umbrella. In this case,
the supported work program was usually located separately from the
overall agency and its other programs; it had its own director and
staff, but did not have a distinct board of directors, and reported
directly to the parent agency’s director and board.

This operational "“distinctness'" insured program integrity and
appropriate devotion of resources, pinpointed managerial responsi-
bility and made it possible to capture all program costs in account-
ing for the program’s cost-benefit ratio.

The supported work programs each employed from 80 to 500
participants, although demonstration experience was that fe% sites
had the resources and management skills to operate programs of over
200 participants, Individual program size during the mnational
demonstration averaged about 125 participants.

The vast majority of programs chose to employ two or more of
the specified target groups rather than concentrate on one specific
group so that thelr efforts could be concentrate@ on the wvarious
worksites they operated, and the common work-related problems these
groups have, rather than become overly identified and involved with
problems unique to one target group,

The worksites at any individual program -- and there usually
were between five and fifteen -- ramged from painting the interior
of local YMCA buildings, rtenovating a house acquired from HUD,

delivering schoel lunches under a Department of Agriculture program




and microfilming public documents to building and operating a day
care center, winterizing homes for the elderly, producing furniture
and processing claims for an insurance company. The worksites at
each preogram reflect the needs and opportunities of each community,
The wvast majority involved entry-level skills, and what skills
training there was would be in the main done on the job, The common
bond of these various worksites was that with few exceptions each
employed & crew of supported workers, i.e., 4-10 participants
working and supervised as a unit. There was usually one pro-
fessional supervisor for each crew of workers.

Most of the worksites were revenue-producing, i.e., they
produced goods or services under contract to a public or private
agency, and the' program received payment for those services or
goods. A program covered between 15 and 35 percent of its total
expenses by such reveaues. This revenue-producing aspect of sup-
ported work was important not only because it reduced the need for
public funds but also because it ensured, in the minds of both staff
and participants, that the work was “real."

The physical location of supported work, particularly of the
larger preograms, would most likely be a warehouse or factery where
in-house worksites were developed and operated,

Participants remained in the supported work program for a
maximum of 12 months. During that stay participants were viewed as
employees, who could be suspended, fired or docked in pay for the
violation of established policies. The requirements for employment

in supported work, both in terms of productivity and disciplined




attention to rules and regulations, were gradually increased over =z
worker’s stay in the supported work program. Most workers started
out at a less demanding job in terms of complexity, productivity and
judgment requirements, and upon satisfactory performance and tenure
usually had the opportunity to transfer to more challenging work.
Many programs tried to make a new employee’s first job assignment at
a worksite in the program’s physical headquarters, and only later,
after proven performance, was a worker sent out on a crew which
works at a public or customer facility.

If the supported worker met the gradually increasing standards
of punctuality, attendance and productivity, he or she could expect
to receive a small weekly or monthly bonus and a modest hike in
hourly rate every three months or so. " The standards got tougher and
the periods between bonuses and wage raises got slightly longer as a
worker’s time in the program increased. By the time the worker was
ready to leave supported work for a regular job, these special
incentives were no longer a significant feature of his or her
supported work experience.

Throughout a supported worker s employment he or she had
available various other forms of support, depending on the local
program”s rtesources and operating philosophy and the degree of
involvement of the participant’s referring agency. Some programs
offered on-site counseling for work-related problems; on-site GED
and driver’s license courses; and referrals to counseling and other
kinds of assistance located throughout the community. But the

program’s focus was on the work itself. The competent operation of




a multi-worksite supported work program absorbed the vast majority
of program resources, and kept the attention of staff and workers on
doing a limited nuwber of specific tasks well during their stay at
the supported work program. Less than 5 percent of the demonstra~
tion’s operating expenses was attributable to %roviding ancillary
services, and paying participants’ time for urilizing then.

At some point anywhere from 3 toe % months in a supported
worker’s program stay he or she began to receive job readiness
training on & regular basis, while still spending 30-35 hours per
week at a worksite. How to make out resumes, mock job interviews,
what are employer expectations in the industries the worker was most
interested in, what industries should an individual worker focus on,
etc., were all part of this training. The supported work program
had staff able fo assist the ewmployee to obtain interviews with
private or public employers. Somewhere between 35~60 percent of the
program’s participants, depending on the target group, would transi-
tion to non-supported work jobs. The others would resign or be
fired. Supported work hired persons with little or mno previous
employment success, and had a noticeable impact on many, and none on
many others,

The local CETA agencv covered sbout a third of total program
cests from formula-funded CETA Titles. Another 25 percent came from
worksite revenues, sand another third from national DOL funding to
cover management, administration and worksite expenses not normally
covered by formule~funded ticles. The remaining 8 or 9 percent came

from other local sources, such as Compunity Development or LEAA



funds, and, if the program employed AFDC reciplients, from welfare
diversion monies. A program with AFDC recipients would have about
40 percent of AFDC wages covered by the diversion of welfare pay-
ments into the wage pool,

The program cost zbout $6,500 per participant in public funds,
and 70 percent of that went toward workers’ wages, fringe benefits

and bonuses.

This manual sets forth in the following chapters a more detailed
exposition of the variocus programmatic strategies and techniqﬁes that
eharacterized the e¢peration of supported work during the national demon-—
stration. There are several areas this manual does not cover, however,
which are equally important to the effective development and operation
of supported work. One is sound managemenz. There are numerocus courses
and books which teach the basics in sound management, and this manual
does not attempt toc replicate them. In overseeing the national demon-
stration MDRC tried to ensure that experienced managers were hired to run
the local supported work programs. When programs did not reach their
goals and were not well-managed MDRC worked with the local boards of
directors to replace top management, If this was not feasible, or did
not produce better results, the programs were closed down. Local boards
of directors and funding agencies will have to be willing to play this
kind of active oversight role to ensure that their supported work pro-

grams are well-managed.




Second, thie manual does not document, for reasons of space, the
management information and fiscal reporting systems which MDRC designed
and required at all the demonstration sites, These systems are critical
if managers, boards of directors and local funding agencies are to have
reliable data on which to base decislons regarding strategy, key per-—

scnnel and goals.




CHAPTER II

PROGRAM ELEMENTS

Each supported work program is structured to provide certain
basic elements: peer support, close supervision and graduated stress.
These elements lie at the heart of the supported work concept, and
enable participants to become graduglly accustomed to work as an order=-
ing of activities that is progressively demanding and rewarding, soci-
ally supportive, and carefully supervised, in short, they make success

possible,

Peer Support

Peer support is achieved primarily by having participants work in
groups or crews of 4-10 participants. Inherent in the concept of
peer support is the mnotion that newly-employed supported workers will
feel more comfortable if placed in work situations with people who have
had similar experiences and difficulties with the regular labor market.
Assigned to crews made up of peers, a new supported worker is less
likely to be distracted from work because of concern about being the only
ex-addict, ex-offender or welfare recipient at the job site.

Whetnher or not to mix target groups in the same work crew —-=- parti-
cularly youths and AFDC participants with ex-addicts and ex-offenders --
troubled the demonstration planners at first, but it was decided to issue
no prescriptive guidelines on the subject, and instead let local program
decisions and experience indicate what, if any, problems would arise from
such a practice, and whether or not guidelines should be issued. Local

practice was, as might be expected, mixed -- a few programs initially




tried to avoid mixing target groups, while most disregarded such labels
in assigning participants to crews.

Experience has also been mixed. The risks involved with the single
target group c¢rews were that rather than creating an atmosphere iﬁ which,
it was possible for participants to break old patterns and to develdp"
new, more positive ways, it might do rthe opposite by reinforcing an
identification with a specific kind of behavior. The potential problems
of these "one target group' crews can be eased by inifially intensifying
supervisory resources at the worksite and, vparticularly for youths,
enriching the program with more ancillary services such as counseling --
a combination of remedies a cost-conscious program will find difficult
to implement on a large scale.

Most programs prefer mixed target groups, judging that it prevents
the program from being tagged by its own staff and participants, and the
local community, as a 'ome-group" rather than a "work" program. It
forces participants to focus on their work-oriented problems, habits and
skills, since in mixed crews, work -- not a background of addiction or
incarceration -- is the common dencminator. The one all AFDC program 1in
the demonstration was an exception, and experienced few worksite opera-
tion problems.

Although MDRC refrained from establishing rigid guidelines on

crew compeosition, the consensus among program operators is that the

A

optimal crew size is betwean four and ten persons, with the natienal

demonstration average for crews being five members. Not only dees t
size seem most conducive to the workers® sense that they are in a dis-—

tinet work unit; it also vepresents the number of participants that can

=10- B,




be most efficiently managed by ome supervisor.

In addition to rural conditions there are two primary reasons
justifying crews that do not fall within the preferred range: first,
occasionally the needs or capabilities of a worker are more effective in
an individual placement than crew work. For instance, several of the
programs employ persons with histories of chronic mentzl illness. A few
of these participants are simply not able to function in situations with
much interpersonal dealing, and are best placed, at least initially,
either in crews with a minimum of work interdependence or in individual
work situations, Second, some programs use single-placement, non-crew
worksites as the last step for a participant ready to move from the
program into permanent, non-subsidized employment. These workers, after
several months of successful participation in a supported work crew can
often benefit from an individual worksite placement to add to their
confidence that they can succeed at work without the soclal support of
thelr crew,

In both cases, the other supported work elements are ad justed to
ensure that the proper supports are provided. This is usually accomp-
lished by having a roving supervisor who moves from site to site, setting
goals, monitoring performance and providing reinforcement in conjunction
with the employer’s supervisory persomnel. It is, however, the employ-
er or host who actually has more regular, intensive contact with the
supported worker,

For example, a supported work program might decide to operate a
worksite that has unique advantages -- e.g., training in a field with

unusual transition opportunities, high revenues, an opening into a major
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area of the private sector -~ but whose manpower needs do not fit the
preferred crew size., One demonstration program developed a commitment of
77 job slots at a large local medical college. These slots included
clerical, maintenance, lab assistant, groundskeeping, carpentry, and
shipping/receiving positions, and were often either individual placements
in a college department or, even if gseveral were in the same department,
were not planned as crew work. The college reimbursed the supported
work program for each slot -- thus it was a revenue-producing worksite --
and also indicated that the rollover potential would be high.

The worksite, although tempting, was not, as offered, supported
work, so program operators Look several steps. They established liaison
supervisors, whose sole job was to work with the college supervisors and
the participants to ensure that the graduated stress and intense supervi-
sion elements would be implemented. The supervisors worked with the
various departments to ensure that wherever possible, crews were estab-
lished. They set up small, weekly group meetings for participants to
discuss thelr work experience and any problems they were having. They
processed transfers to "regular" supported work crews when a participant
became dissatisfied with the college experience. Supported work program
management regularly evaluated the attendance, productivity, transition
and retention rates of the college worksite participants in comparisen £o
supported workers in more conventicnal supported worksites. And sup-
ported work applicants were carefully screened so that those with the
skimpiest prior work experience or most troublesome personal problems
were not assigned to the college worksite, The program devoted consi-

derable management and supervisory time and imagination to making this
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attractive worksite amenable to some structured crew support.

GCenerally, however, peer support 1s best accomplished by work in
crews, and, when possible, stable crews. Research interviews with
supported work participants indicate that those who were transferred very
often from worksite to worksite to meet emergency program workforce
needs were generally critical of thelr program experience. Minimizing
such management—directed transfers is a function of effective worksite
and personnel planning, although some instability is unavoidable, Table
II-1 indicates the demonstration’s attendance average for each of the
target groups, and glves a manager some ncotion of the persounnel surplus
necessary to maintain worksite operations on schedule with a minimum of
transfers. Some overenrcllment 1s necessary because program Operators
must be able to guarantee adequate manpower for each project, and because
rnormal absenteeism will predictably diminish a program’s workforce. On
the average, programs hired about 10 percent more participants than
they had active full-time work slots. Doing this, however, requires the
creation of a mechanism to provide work for any extra participants, to
avoid the risk of workers sitting around with nothing to do, Some
programs maintain one or twoe flexible crews that can absorb any extra
workers as necessary.

Another method of stabilizing c¢rews and utilizing peer support
effectively has been to mix new supported workers with "veteren" crew
members who can understand the problems of adjustment and provide posi-
tive support and leadership on the worksite. At its best, this happens
naturally as empty slots at worksites are filled with new participants.

Sometimes program managers will alse attempt to place one proven worker

-13-




TABLE II-1

ATTENDANCE RATES (1980)

TARGET GROUP

AFDC 88.8%
EX-OFFENDER B2.4%
EX-ADDICT B4 7%
YOUTHl 96.4%

OTHER B&.5%
All Target Groups 88.4%

Youth figures includes youths enrolled in the
variation program,

-14-




in every new worksite, This is wusually useful only when the proven
worker will voluntarily make the worksite transfer.

"crew chiefs,"

Often these already successful participants are named
and take over various administrative duties {(e.g., ordering and obtaining

supplies, keeping inventery, maintaining timecards) and occasionally

supervision and teaching of the work itself. Crew chiefg are paid 10
percent more than rtegular supported workers. They are intended to be
role models and motivators for other supported workers. However, the

naming of crew chiefs from participants must be approached conserva-—
tively, as the vast majority of demonstration programs will attest. Many
times successful supported workers, whose work habits are exemplary and
personalities stabilizing in a crew setting, have no management, leader-
ship or administrative skills, and do not work out well as crew chiefs.
Sometimes their technical work skills do not equal those of less depend-
able workers, and thus their credibility to supervise is undermined. Not
infrequently, a participant named crew chief exercises excessive autho-
rity over other workers; also, several of the target greoups have by
definition, considerable difficulty in maintaining stable authority
relationships, and this can include being in a position of authority.

The vast majority of supported work programs utilize the 'crew
chief" not as a regular part of every worksite’s structure, but as a
special device for worksites which have a clearly definable need for such
a role, and then only when a supported worker with the preoper combination
of skills, work habits and leadership emerges. Objective criteria, such
as attendance and punctuality, are not sufficient standards for the

naming of crew chiefs. Most programs require higher than ordinary

...15_




attendance and punctuality performance to be eligible for a crew chief
position; in addition to these, supervisory ratings in leadership,
cooperativeness, initiative and other such performance categories are
used to determine actual selection.

In cases where_supported workers are scattered throughout a given
worksite -- af the medical center described earlier, for instance -~
regul ar meetings are held with the supervisor to review performance, set
production goals, or, when necessary, to air grievances. These meetings
serve to create an atmeosphere of mutual support and guidance by drawing
together as a crew persons who, although not situated in close proximity
at the workplace, share a common employment experience.

Peer support can also be implemented in ways unrelated to worksite
operations. Several programs hold events where successful graduates
return to discuss with current participants their jobs after supported
work. Graduates can be used as ongoing contributers to job readiness
classes. Some programs use successful participants as intake inter-
viewers, and as contributors to orientation sessions,

The key to useful peer support, as one program director stated, is
that it "makes the participant less uptight, not feel isolated by =z
label, not fail from anxiety,”"” But it is a program device that can
backfire if not carefully monitored and supervised. The bad apple theory
has its basis in life and in supported work. Ounly a good supervisor,
knowledgeable not only of the work process and product, but also of the
personalities, relationships, and dynamics of his or her worksite, can

minimize 1ts consequences,
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Supervision

One thing that all parties to supported work program operations =--
participants, program staff and MDRC program momitors —- agree, is that
the worksite supervisor plays the major role in a participant’s supported
work experience. Supervisors are responsible for the transfer and
development of technical skills; for instilling positive work habits and
attitudes; for planning work operations and schedules in light of the
deficiencies and needs of the participants; for providing counseling
regarding work-related problems; for judging when a participant should be
transferred, fired, pushed for greater productivity and encouraged to
begin looking for a regular job. It is one of the most diffiecult and
demanding jobs in a supported work organization because it carries the
day-to~day stress of all the program’s goalé -~ work habits, work produc~
tion, and human development. These goals are central to supported work,
and yet seldom are they easily compatible. The work habit and production
goals are relared to customer contracts, their timetables and deadlines,
and to the supported work organization’s need for reasonable performance
standards. These considerations help ensure that supported work remains
a work program, with expectations and standards in pgeneral accord with
those of nom-supported jobs. The human development goals of supported
work relate to the condition of each individual participant, and require
flexibility and sensitivity. The skill with which a supervisor imple-
ments these sometimes conflicting geoals is probably the holy grail of
supported work,

Because of the difficulty of this role, most worksites are program-

controlled. Thus the supported work program hires and traips its own
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supervisors. Even so, most programs have found it an ongoing problem to
select appropriate supervisors. Some programs initially t;ied to focus
on hiring supervisors with strong human development skills and experi-
ence in dealing with the target groups; others focused on hiring those
with high technical skills. After some experience, most programs decided
that appropriate technical skills were a threshold requirement that could
not be compromised; the supported work program could take as a training
responsibility the transfer of skills in relating to and handling sup-
ported workers, but it could not begin a2 worksite without confidence
that the supervisor had sufficient previous training and experience to
handle all technical and production aspects of the worksite., The parti-
cipants enter supported work expecting it to be a work experience, and
many programs learned that the quickest wéy to undermine the program’s
credibility and authority was to provide an inadequately experienced
supervisor.

In some respects this seems an obvious point, hardly worth making.
However, some of the supported workers exhibit behavioral quirks that
often overshadow the work itself, and can easily “lead an intelligent
and sensitive observer to the conclusion that unless a supervisor has had
experience in dealing with these populatioms he or she will never be able
to get on to the work itself. The key problem with this approach is that
it tends to overfocus the supervisor’s attention on individual partici-
pant problems and lets those problems, rather than work, define the
nature of the supported work program. Performance of the work inevitably
suffers, although it is easy to believe that this is a short-run result

that will turn around as soon as the behavioral or personality problems
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are adequately dealt with. Demonstration experience has been that
this rarely occurs. More often the result is to lower performance
expectations, ﬁnderemphasize quality of work requirements, expend a
disproportionate amount of supervisory resources on the most difficult
individuals, and lose the interest of those who came in motivated to work
and learn, This last point cannot be overemphasized: the motivated,
successful supported worker mneeds as much supervisory attention and
oversight as his or her lese motivated counterpart. The positive atti-
tude and success shown at supported work is not grounded in a lifetime of
successful work experience, but is rather more often the result of a
recent decision and experience. It is the supervisor’s job to help
develop and corroborate such pesitive attitudes. This demands an ability
to set standards and 'enforce them, and does not allow the participant
with the most disruptive and least productive behavior to set the tone of
the program. It reguires a supervisor who 1is interested in the people,
but at least equally interested in the work itself. It demands a certain
maturity and restraint, since the supervisor may be tempted daily with
messianic visions and possibilities, and daily must focus instead on how
well his or her crew is plastering the wall,

Such a difficult role has obviously generated considerable effort in
selection and training a2t the program level. This effort has led to neo
easy answers, but has provided some interesting insighte.

. Though it 1is important that a supervisor be interested in the
worksite itself and have the necessary skills, it is equally important
that he or she not see supported work as primarily an arema to further

his or her own skills. It will mot be; it is largely a place to transmit
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experience and skills to others. Many programs try to find older or
ret;red craftspecple as supervisors, finding the% to be less interested
in furthering their own skills than in teaching others.

v Some past supervisory experience 1s unquestionably helpful, since
only that experience can provide the instincts to guide such considera-
tions as how much to ewxpect from & given individual, how to go about
moctivating different individuals, when to keep expending supervisory time
on an individual and when to devote it elsewhere, One out of four
supported workers will be fired, and an effective supervisor must know
how to provide ample opportunity for a worker to correct his or her
problems, without allowing those problems to dominate the worksite and
deteriorate the performance and attitudes of others, and when to suspend,
recommend ancillary services or terminatioﬁl. Again, older, experienéed
superviscrs are often sought. They usually bring with them a maturity
that helps them avoid the messianic role,

- Although it 1s not necessary that a supervisor be able to use
street or prisen jargon, or have had previcus direct experience with the
target groups, it is critical that the supervisor be aware that supported
workers, whatever the target group, have largely never had sgccessfui job
experiences ~-- znd many have had mno previous job experience at all.
This means for most ¢f them the various rules of the workplace -- which
seem commonplace to experienced workers -— need to be articulated clearly
and probably more than once. The instilling of proper work habits and
behavior -- omne of the goals of supported work -- rests largely with the

supervisor. For example, rules about attendance, timeliness, calling in

See Table II-2 for termination rates of various target groups.
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sick, and the like, are often not fully comprehended by participants or,
even if comprehended, not immediately translated inte behavior. The
supervisor’s role includes frequent calling attention to infractions of
these rules and clear delineation of their consequences. Many partici-
pants, particularly in the ex-addict, ex-offender and youth categories,
have previously experienced various kinds of programs and believe that
ruies will be bent or not enforced because of their prior history or
current problems. The supervisor determines how the participant views
rthe program’s requirements. )

However, this does not mean that a frequent setting forth of the
rules, and rigid adherence to them, will produce a good worksite. It is
in the area of dealing with participants” lack of successful job experi-
ence that a program and supervisor can utilize some creativity. Indivi-
duals do require variation in the way they are dealt with, and this can
be done without creating different rules for each participant or delving
too deeply into individual lives. For example, occasionally supervisors
will have workers who are productive, apparently sincere, non-disruptive
at the worksite but simply never get in on time and are approaching
termination because of it. Some supervisors keep a list of such indivi=~
duals and will for several mornings call them to remind them to come to
work. Obviously this cannot become a regular part of the supervisor’s
job, but done selectively, it can produce the desired results., A sur-
prising number of supported workers interviewed indicated a supervisor’s
attention to their early program behavior, insistent but concerned, aided
them considerably in improving their performance.

Some supervisers involve their crew members in the setting and




evaluation of production goals. To implement such a plan is time consum~
ing, and requires strong worksite supervision and leadership. However,
the program staff who have utilized this technique feel that its value is
tremendous, particularly in low skill worksites, since it involves the
workers in the worksite to & greater degree, and thereby produces better
performance and increased peer pressure.

Many supervisors make sure that they communicate to each worker, but
particulariy new workers, every Friday regarding the positive and nega-
tive aspects of the worker’s performance during that week. This not
only indicates that the supervisor is paying attention, but it also
helps accustom inexperienced workers to picking up unspoken cues about
their performance which experienced workers pick up and act on almost as
a matter of instinct.

Possible techniques are infinite, and some are so subtle and indivi-
dualized that to relate them in a manual, without context, renders them
meaningless, They constitute the creative part of any supervisor’s job.

Because of the supervisors’ critical role, and the stress and
conflicting demands of the job, program management, including the
program director, must play an active role in involving themselves
with the supervisors and in finding tools to increase their performancé
and evaluate their effectiveness. Professicnal training sessions,
regular in-program meetings with supervisers, wvisits to worksites by
management staff all play a role in keeping supervisors and management in
close communication. Developing special information reports which allow
management to evaluate supervisors by the attendance, punctuality,

productivity and transition rates of their crew members are essential if
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supervisors are to be properly evaluated,

The above discussion relates primarily to supervisors who are hired

and controlled by the supported work program, However, in cases where an

outstation worksite is developed =~ e.g., the medical college mentioned

in the previous section of this chapter -— program management must

exercise caution, investigation and special techniques to ensure that it

1s administered as supported work. Some techniques successfully utilized

are;

Many programs only outstation workers who have performed success—
fully at a program-controlled worksite for at least three months.
In this way outstationed workers are actually those in a more
advanced stage of their supported work experience, and thus will not
pose the behavioral problems to client supervision that a beginning
crew of supported workers would.

Orientation sessions for client supervisors on supported work
program goals and techniques are assential,

Some client agencies are willing to take a supported work super-
visor, train him or her in the work and procedures of the agency,
and let the program supervise the crew. This technique is often
possible when the work tc be performed is physically separate, and
must be done on client premises only because of equipment, material,
production or space requirements.

Some client agencies are willing to let supported work sraff break
down the work tasks, 1.e., restructure the work so that it better
fits the needs of the supported work crew without sacrificing the

productivity requirements of the client agency.
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. Each client-supervised worksite must have a program liaison whe
regularly visits the worksite, talks to the supervisor and workers,
provides any required ancillary services or referrals thereto, and
monitors the operations of the worksite znd the attendance, punc-
tuality, transfers, terminations and productivity of the workers.
Monitoring these indicators will expose those worksites where some
form of intervention may be necessary.

The importance of the supervisor’s role in supported work cannot be
overstressed. Neither can it be conveniently packaged; nor will it ever
be trouble-free. The development and creative implementation of that

role is one of program management s primary tasks.

Graduated Stress

The application of graduated stress techniques enables supported
work participants to adjust, by degrees, to the demands and pressures of
a steady job. Most Supﬁorted work participants have been out of the
labor market for extended periods of time and in many instances, have
never worked at ail. Very few come to supported work with well-formu-
lated work habits or realistic motions about what may be expected of them
on the job. Graduated stress attempts to bridge the gap, over the course
of the individual’s stay in supported work, between his or her actual job
performance and the performance a regular job requires.

In a sense, graduated stress is no different than what any employer
does with a new employee: a gradual build-up of performance requirements
over time. However, given the often severe employment handicaps that
supported workers bring to the job, a supported work program must Struc-

ture graduated stress into the experience to a far greater degree than a
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regular job experience would require. The demonstration has developed a
number of techniques for doing so:

. Graduated Attendance and Punctuality Requirements

By definition, supported work target groups have demonstrated
an inability to cope with the time and lifestyle constraints of a
five day, eight-hour per day job. The regularized attendance and
punctuality requirements are particularly difficult to maintain.
Most programs graduate those requirements, so that as program stay
increases, less absences and tardiness are tolerated; usually by the
fifth or sixth month of program participation, standards are equi-
valent to those of non-supported jobs. Except for allowable holi-
days, vacation and sick leave, pay is never given for unexcused
absences or latenesses. A fairly typical set of program policies
regarding lateness and absence follows this chapter.

The danger of this technique is setting initial standards too
low. To some extent the maxim "performance never exceeds expecta-
tions" is true. As discussed below, wage and bonus systems can be
designed to help counteract this phenomenon.

. Graduated Wage Levels

The starting wage of a supported worker is either at or slight-
ly above the federal minimum wage. Over the course of a partici-
pant’s stay in supported work, he or she is eligible for several
wage raises, usually at increasing intervals of time., The purpose
behind these regularly scheduled increases is to provide some wage
reward relatively quickly, for any supported worker whose perfor-

mance meets the increasingly strict performance standards. Most
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jobs do not do this so gquickly or freguently, and for that reason,
the length of time between wage increases lengthens over the program
stay so that by the time of transition, the supported worker will
not be anticipating a wage increase every four or eight weeks,

. Graduated Bonus Systems

A sample of a bonus system employed by one program follows.
Some sites tie bonuses strictly to objective standards of attendance
and punctuality; others utilize broader, less quantifiable standards
of performance. All bonus systems are graduated in terms of lengths
of time between bonuses.

One demonstration program employs in its bonus system what it
calls a "step system." It consists of four levels that begin with a
participant’s initial employment and progresses to a state of job
readiness. At each level, a participant is evaluated on a rating
system that requires him or her to earn points in 12 different
categories that encompass the worker’s ability to function as a team
member, the quantity of work produced, etc. A satisfactory score
determines whether the participant will earn a bonus or advance to
a higher level. Each of the 12 categories is broken down intc
progress steps that are rated on a 0~4 scale. Participants who
comsistently score in the zero range are deemed unsuitable for
supported work and ultimately terminated from the program.

Program supervisors evaluate all reasons for lateness and
decide whether they should be excused or unexcused and whether the
participant will be suspended or terminated. Several of the pro-

grams feel that whatever the bonus triggers are, no more than 30-530
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percent of the workforce should be receiving bonuses or the money
loses its "bonus effect" and becomes an expected wage supplement.

Research on the demonstration did not systematically examine
the impact of bonuses on participant performance, so there is no
definite way to know their importance. Those programs that take an
active approach to their bonus system judge it has value: they
record a participant’s progress toward their next bonus on their
paychecks, in regular performance reviews or in posted lists. Some
make it a savings bonus and regularly report to workers the amount
of bonus plus interest im savings they have accrued,

Whatever the technique, it is important to implement a bonus
system so that the monetary reward, even if not large, is noticed,
because any use a small bonus system has probably lies in its imple-
mentation,

® Graduated Job Assignments

The intent of this technique is to assign workers to supported
work jobs in a sequence which is progressively challenging in terms
of skill, production pressure or autonomy and initiative., In
practice it is difficult to implement except in relatively limited
and modest ways, The worksites a program actually creates, the
preferences of workers, the actual slots open at a worksite at any
given time, and the need for crew stability all pose obstacles to
implementing any grand design for graduated job asslgnments.
Such designs.will in all likelihood result in building up staff and
participant expectations and then letting them down.

However, the idea 1s sound, and there are several techniques




which have been implemented at demonstration sites. Several pro-
grams have developed one or two worksites for up to 20 workers or
so, usually involving packaging or assembly-line type work that is
done on supported work program premises as revenue~producing sub-
contracts with a client agency or business. The work at these sites
requires quantifiable production goals and careful quality control.
The programs inform new participants that they will be evaluated at
this worksite for one to three months, and then placed in a more
desirable worksite. Since the work is quantifiable, individual or
crew productivity bonuses are appropriate and probably useful. The
basic problems with this approach, if pursued rigidly, are that it
takes no account of either worker preference, maturity or skills or
current program workforce needs, and therefore is neither very
inspiring to many workers nor practical for workforce allocatzion.
Thus, it is best not set up as a rigid procedure. Such worksites,
though, are valuable for their high degree of control and structure,
and many programs try to develop them for workers not performing
adequately on less structured worksites, and filling in other
available slots with new workers.

Several programs have tried to develop all their worksites
within several basic Jjob clusters (clerical, construction, manu-
facturing, etc.). They get workers into their preferred cluster as
soon as possible, and then, within the cluster, assign jobs so that
a participant can progressively advance his or her skills. Cne
program developed worksites in demolition, rehabilitation and

comstruction, figuring the logical progression in skills 1is from
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destruction to repair to buiiding. That does not take into account
the worker who gets continuing satisfaction from being paid to
destroy, or the one who would rather refine his or her repair skills
than learn how to build from scratch. The availability of real
work slots in such crews is also not always consistent with the
needs of the progression chart. Again, it {s a worthwhile technique
to plan for and develop, but its place in the program structure
should not be oversold.

Most of the programs also use devices like trying to place only
experienced workers at outstationed sites, at revenue-producing
sites with tight production deadlines, worksites having relatively
low supervisor/worker ratios or worksites requiring high degrees of
worker initiative, ‘These devices serQe program control as well as
graduated stress purposes, and, like the other techniques mentioned
above, are best utilized not as rigid structures, but in light of
individual and program workforce néeds. The development and imple-~
mentation of these devices requires ongoing communication between
worksite supervisors and program management staff,

In short, the implementation of systematic graduated stress tech-
niques can be accomplished through the persomnel policies, wage, and
bonus systems, using objective measures such as attendance, punctuality
and in some cases other productivity measures, Program staff, through
their worksite development, employee assessment and job assignment
functions, must attempt to develop other graduated stress techniques like
those mentioned above for use whenever possible. How well these optional

techniques are implemented will, based on the observations of MDRC's
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program monitoring staff, make a noticeable difference in the development
of worker satisfaction and motivation, and will certainly reflect on
in-program performance indicators like attendance, punctuality, termina-
tions and resignations.

The implementation of peer support, close supervision and graduated
stress, in most cases is neither automatic nor mechanical, and is faced,
as the foregoing narrative indicates, with many practical obstacles. The
communication required between key management staff and supervisors, both
in the planning and implementation of these elements, is considerable.
Yet both operators and program monitors agree that the effort put into
their development results in better in-program performance. Those
demonstration programs that focused their management and supervisory
staff efforts on developing and improving these techniques produced
noticeably better in-program participant performance. One program
implemented the following combination of supported work techniques
through its entire program: all its crews were from 4-10 workers; crew
chiefs were selected from participants for 70 percent of the crews; each
crew planned its own production, revenue and attendance goals; each
Friday, all crews evaluated, with their supervisors, the week’s perfor-
mance; graduated individual wage and bonus systems, including the wmarking
on all paychecks of an individual’s progress towards the next increase or
bonus; crew productivity bonuses; and a graduated job assignment approach
which in most cases allowed only proven supported workers to work at
those sites earning significant revenues or having complex and varied
tasks. It took this program several years to fully develecp and implement

these systems, and for most of the demonstration, its in-program partici-
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pant performance indicators were, in comparison to other sites, superior.

The effort and coordination required by the supported work elements
are key reasons why supported work is difficult to implement in a single
large program. Although there is no theoretical or design reason why a
single supported work program cannot have a thousand participants, the
effort required is substantial enough that a program of between 125-250
participants is more likely to maintain the focus and staff coordination

required to implement the elements, than a larger one. The program
singled out above, indicated early in the demonstration that it would not

expand beyond 150 participants, regardless of available funding, uatil it

had had several years to implement and test the various supported work

techniques,
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SAMPLE PROGRAM POLICIES

ABSENCES

All absences must be reported to the employee’s supervisor or his desig-
nee.  An absence will be considered unexcused when no notification 1is
given and no legitimate excuse is ever produced. The supervisor will be
responsible for assigning absences as excused or unexcused on the time
sheet.

Excused Absences: Employees will be expected to be absent no wore than 60
hours during their employment (covered by sick and personal- leave).
However, in extenuating circumstances this time may be extended with
excused unpaid absence or the individual may be inactivated without
penalty (See INACTIVATION) .

Unexcused Absences: Any unexcused absence for an entire workday will be
considered a serious offense to be dealt with as follows:

1) First Offense -- Supervisor gives verbal warning

2) Second Offense -- Supervisor issues written warning
(copy to Career Counselor)

3) Third Offense —-— Staff meeting will be held with the
Supervisor, Counselor, Director of Personnel Services,
and the Referral Agent when possible. Recommended
action will include immediate termination or establish-
ment of conditions whereby a further offense will re-
sult in automatic termination.

4) Upon the second consecutive unexcused absence the
employee will be inactivated until further notice.

This policy shall apply only to employees past their Four Week Pro-
bationary Period. If 60 days or more have lapsed since the last offense,
a subsequent absence may be considered a first offense in the above
procedure.

Both excused and unexcused, paid and unpaid absences will affect progress
in the Step System. A good attendance record is considered essential for
advancing within the program and adjusting to the requirements of the
world of competitive employment.
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LATENESS

Employees will be expected to report to work on time. Since, however,
there are occasions when an employee will be late, the following policy
has been adopted:

- Lateness is defined as arriving for work any time after 8:00
a.m.,

- An employee who is going to be late must contact his Supervisor
or his designee by 8:15 a.m. and arrive by 8:30 a.m.

~ Any absent hours due to lateness will be designated as unpaid
hours on the time sheets according to these guidelines.

Calls in by 8:15 a.m. "Excused" absence
and arrives by 8:30 a.m. for time late

Fails to call in but "Unexcused'" absence
arrives by B:30 a.m. for time late

Fails to call in and/or "Unexcused"” absence
arrive by 8:30 a.m. ‘for entire day

- Any late time less than 15 wminutes will be rounded up to 15
minutes docked {(unpaid} time.

- In the event of personal emergencies, "excused" absences may be
designated at the discretion of the Supervisor.

AMENDMENT TO LATENESS POLICY
Add:

Severe Weather. Employees calling in by 8:15 a.m. with car problems due
to severe weather (-5 or below), may be excused unpaid until they make
it in. Employees calling by 8:13 with no other means of transportation,
may be excused for the rest of the day. Any employee who is absent for
more than two consecutive work days for this reason, may be considered
unexcused if he/she cannot demonstrate to the Supervisor that alternative
means of transportation could not be found.
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THE STEP SYSTEM

The Step System provides regular employee evaluarions. This system 1s
extremely helpful to the employee as it points out individual strengths
and weaknesses, sets goals for personal progress, and provides incentives
for improvement. It also aids the supervisors and career counselors in
understanding each individual’s employability needs and noting progress
towards attainment of short-range goals.

Every evaluation period the supervisor, the career counselor, and the
employee meet together. The supervisor rates the employee in 10 separate
categories concerning job performance on the Employee Evaluation Form

(see Appendix). The career counselor also evaluates the employee in two
personal matters affecting job performance. Each evaluation category 1is
then discussed with the employee -- progress is noted, problems dis-

cussed, and future goals set. The total score and any zero’s are marked
on the timesheets and later submitted to the Information Systems Coordi-
nator to determine position in the Step System.

Wages are assipgned according to the following rules and schedule. All
employees entering the program start in Step 1 their second full week of
work following Orientation. At Step 1 evaluations occur weekly; at Step
2, every 2 weeks; Step 3, every 3 weeks; and Step 4, every & weeks.

The following rules determine Step Status:

Rising in Step: Any employee who meets point and attendance requirements
for two {(2) evaluation periods in a row will go up to
the next step.

Dropping Step: Employees will drop in Step for cne of two reazsons:
i) An employee misses his evaluation points
three evaluation periocds in a row.
1i) An employee is "recycled" for three
weeks in a row.
iii) Any combination of the above.

Recycling: If an employee’s absences have disqualified him for =a
step increase before the evaluation period ends, he will
automatically be "recycled" (i.e., start again in the

next evaluation period).
Recycling occurs when:
i} An employee is absent for more than 8
hours in an evaluation peried (includes
personal time, sick time, and excused
atsences),
or
ii) An employee has any unexcused absences
or suspensions.
Inactivated time does not count toward recycling.

~35.




bi61

‘1¢ J1aquadag :93B(Q 9ATIO93]Y

-asped A31Aabuo| 4f ® 9A}3d34 sadfo|duwe

LLe SYjuow XiS JIIIY »

¥ WL°E 3214d
» EL7E MaUT -
SHTIIM § £9°E Lind
» 197 gaujed]
» 097t 34D
SOU4dZ OU 2¢ Syo9M 2 16°¢ M3U4D)
o « 19°¢C
Sya8m § ul * 09°E
3UCN s4noy g 03 dp S049Z OU 9 SHIIM ¢ 16°¢ Al deas
T » LV'E
SyasM € ul » 99°¢C
JUON s4noy g 03 df 50492 OU BE S3IoM £ [E°E 111 da3s
» G€°C
Sy@aM Z Ut » VE°C
JUOY sdnoy g 03 dn sodaz ou 2¢ Syoam 7 pe'€ 11 dais
T v 12°€
Aok UL » Q2°E
BUOY sanoy g 03 dn SOJ43Z OU $2 ¥yoam | OL°€ 1 d91§
JOUEAPY Of
3w papusdsng puty Aue £13AL3ND3SUOT BDLM}
40 BouUasqy 40 WS L3ajuasqy UAO4 uoLjen|eA3 uo potdad ayvy Aed
pasnaxaup pasnoxj SIULO4 40 J3qUNY uoljenteal Klanoy da1s

S7UT04 uoLjen|eA] sakojdug

SINIWIYINOIY SNNOA

-



CHAPTER III

WORKSLITES

A supported work program spends over 90 percent of its budget on
worksite-related expenses. This allocation is eritical, because it is
through work that supported workers prove rhemselves, to program manage-
ment, to the customers, and to themselves. Over the years, a wide
variety of worksites have been implemented == ranging from profit-making
businesses owned and operated by supported work programs to public
service jobs performed free of charge for the benefit of the local
community -- and from these, certain lessons have emerged that should be
useful to future supported work operators as they examine potential

worksites., See Appendix I for worksite guidelines.

Paving the Way

Any small business requires careful pre-operational planning;
supported work’s workforce, its programmatic intents, and public funding
only accentuate that requirement. Before the first worker is enrolled, an
assessment of local conditions and needs should be conducted, to deter-
mine the most likely areas for worksite development; this initial invest-
igation is usually done by an interested individual or institution.
Later work can be best accomplished on an ongoing basis by an active,
committed board of directors or advisory council (see Chapter V), which
should be made respomsible both for ensuring a steady flow of work and
for the public relations effort within the community.

On behalf of worksite development, contact should be made and

-

maintained in three broad areas: the business community, locdl govern-

i
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ment and the unions. The board should arrange to meet with the Chamber of
Commerce or a similar local organization serving as the backbane of
business within a community, and a source of information and support for
a growing program. The Chamber of Commerce can provide the program
directors with statistics on local business: which industries are growing
and which failing; they know whether the local market is basically
satisfied by large outsiders buying into the community or by a collection
of smaller ones; in some instances, such an organization might also help
to identify areas of useful service not satisfied within the community.
It can also predispose the community in favor of supported work.

On the other side of the business community are the unions. The
board of directors of the new supported work corporation must evaluate
the local union situation to determine what room, if any, there is for
untrained workers, what cooperation, if any, there would be, and what
support. Without at the wvery least acceptance of supported work by

unions, a great many potential worksites are simply not feasible.

Worksite Planning

Bevond pre-operational planning activities, two additional kinds of
worksite planning must be ongoing throughout the life of the program.
The first of these is internal or programmatic, and concerns the overall
concept of the job itself and the structuring of job tasks within that
conceptual framework to make success possible. The other activity is an
external or business planning, the actual process of jeb creation; the
lining up of jobs often tzkes months to accomplish: complex negotiations
on reimbursements or fees for services are sometimes required; equipment

and superviscrs must be in place; and some knowledge of the market must
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be acquired.

However, keeping these two areas in mind, with the exception of
certain highly skilled professions that require years of training
or apprenticeship, almost no type of work experience can automatically be
ruled out of bounds to supported work. The real question is why do some
worksites meet with success while others do not? If the only type of
work to be ruled out is that requiring a too-high level of skills, are
there any indicators which might provide some clues in advance as to what
worksites will or will not work?

Programmatic Planning. One important demonstration lesson proved to

be that although at first glance the opposite might seem true, the degree
to which supported workers are interested in the type of work they perform
does not seem to be the key factor in the success or failure of a work=
site. Of more importance are: measurable, visible results; community
response to serve as positive feedback, the care with which the worksite
is structured; and evidence that the program job will lead to future
work. Thus, while such worksites as building an infant care center,
running a restaurant or tota! bullding rehabilitaticn are flashier and
perhaps more exciting because workers can see thelr product being used,
operating a maintenance service in public buildings, parkway clean-up or
painting can be equally meaningful because although the job itself may be
tedious, improvement is visible and therefore satisfying. Jobs that do
not have a visible product or process can be structured to define each
day’s tasks so the worker can measure his or her individual progress as
the day goes on. This kind of intermal, structural plamning is crucial.

Thus supported work jobs are not necessarily the mest exciting work --
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although some are =-- but their importance lies not in excitement but in
structuring the job to teach work habits and to give the workers the
maximum opportunity to succeed rather than fail, as they have done so
cften,

Another lesson is that it is of primary importance that all work
projects have a sufficient quantity of work to be performed. The super-
visor or manager and the customer should work out a schedule in advance
sc that there is a steady flow of work. Alternative work should be
planned for down-time, when equipment or machinery needs repair, or when
inclement weather prevents an outdeor crew from doing its job, often a
public service contract can be negotiated with a flexible schedule, and
this can be used to fill in during these times.

If the work project is to reflect real employment conditions then
the workers must have the tools and eguipment necessary to do the job.
This requires pre-planning, budgeting and a responsive program purchasing
system. Provisions must be made for ongolng and emergency malntenance
and repalr of important machinery and equipment. Where possible an
inventory of frequently needed machine parts should be kept so that
repairs can be made immediately without waiting for a much needed piece
to be sent from the manufacturer. Finally, experience has shown the need
for a secure, limited-access storage place for program equipment and
supplies. The program can sericusly overrun its budget if it must
continually replace tools and supplies, and insuring these items is also
important.

Workers need to have the right attire for the job they perform.

Some worksites, such as laboratories, construction sites or security
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jobs, may require a uniform, coveralls, safety hats or boots. Workers
doing jobs outdoors or in rainy or severe cold weather need boots,
rain gear, gloveg and the like. Proper attire should be regulated by
the program management and can either be paid for by the progrem, by
the workers themselves, or the costs shared by both through a payroll
deduction plan.

Iq order to build the workers” pride in their job and develop good
work habits there should be a system for inspection of the work to ensure
good quality., With some types of work, spot checks are adequate; with
others, each part produced or every job completed should be inspected.
Supervisors, in conjunction with the customer, should develop a quality
control check list which is signed when the work is completed satisfac~
torily, and the workers should be told that this has been done.

Business Planning. In retrospect, many of those worksites that did

not succeed did so because the programs did not give enough careful prior
thought and planning to the external, business aspects of these projects.
Although it is hard to predict all the possible pitfalls of a work pro-
ject while it’s still on the drawing boards, it is not necessary for
each program to reinvent the wheel: experts are available in almost every
field, and it is worth a program’s funds to invest in their experience.
In addition, some testing of waters should be done before offering the
community new goods or services; whenever possible, the customer for the
product or service should be committed upfront, as selling a product is a
skilled and time-consuming activity, and very difficult; local unions and
other support.groups should be consulted; use should be made of existing

technical knowledge and processes before attempting to develop new ones;
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enough time should be anticipated for the gearing up of a new worksite
since first year costs for labor, management and capital will be far
higher than earnings, and the program must be able to sustain such a new
worksite with the rest of its operationms. In general, the programs with
the most successful worksites usually had a strong and active board of
directors to fulfill many of these functions.

New worksites that require a high skill level or a great degree of
capital investment should be undertaken one at a time so that they can be
assimilated into the program without overburdening it, or investing in
something for which there is no market. Two programs capitalized on the
energy c¢risis, but only one succeeded. One program ccmmitted a large
percentage of its resources to the development of solar power collectors
without first analyzing the local market’s demand for such new techno-
logy. Although the idea sounded interesting, the fact that the program
was located in a city where it is foggy a good part of the vear made this
concept impractical, On the other hand, another program developed &
storm window manufacturing project, Prior to this, 80 percent of the
storm windows in the area had been purchased out of state. This project
manufactured a needed product and provided jobs and industry for the
local area, and it appears that this will be a growth industry for the

future,

Worksite Diversity

Over the years, each supported work program has developed a variety
of worksites. FEven though management of a program that has, in essence,
become a mini-conglomerate is more complex, program operators learned

that a range of types of work opportunities provided a more-attractive
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choice to potential and current workers, and was felt to be a factor in
improving work performance. Diversity also helps to convince the larger
community of this group’s employment capability. Also, when too high a
percentage of a program’s work is in one limited area, those workers who
are noet interested in these activities, but who have no other choice
available, may decide instead to leave the program.

Supported wotrk programs have built and operated a day-care center,
reviewed for error medical insurance claims in a Blue Cross/Blue Shield
office, manufactured lines of home and office furniture, rehabilitated
blocks of housing in a neighborhood, provided personal and home-care
services to the elderly and infirm, disassembled, cleaned and reassembled
complex industrial equipment, and painted local YMCAs. During the
fourth year of the demonstration, over half of all the participants
worked in more than 20 types of service-oriented projects, including
reupholstery, clerical, business services, child care, and autcmotive
repair (See Table III-1A and 1B). VNearly another quarter of the partici-
pants worked in various construction trades such as building renovation
and rehabilitation, painting, construction of storm windows and winter-
ization, and deleading. Fourteen percent of the workers were involved in
the manufacture and packaging of saleable goads such as furniture, shop
towels and car buffing products, children’s games, dried flowers and
large packing contalners.

Most programs have continued to expand thelr job creation efforts
in labar-intensive work which requires relatively low, non-specialized
skills, simple equipment and generalized supervision. The more special-

ized or sophisticated work projects cost more in capital outlay and
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specifically skilled supervision, and are more susceptible to fluctuating
market demands for these goods and services. 1In fact, a high ratio of
capital to labor costs in a sophisticated and specialized industry will
decrease the number of available jobs for workers, and this type of work
project tends to work against the goal of the program. Workers who are
trained in good work habits and some basic, widely applicable job skills
have a better chance of getting a post-program job. Investing a majority
of time, skills and capital in a narrowly-defined work project can be
risky when the stability of the entire program may depend on one or two
projects which, 1f they fail, can set back the whole operation. Finally,
diverse worksites in different job clusters, at least some of which
are in related work areas, seems to be the most managerially feasible
type of program to operate.

A variety of worksites protects the programs from some of the
pitfalls associated with a buildup in only one or two types of work: a
sudden drop in the local market’s need for certain goods or services, the
phase-out of public monies which help fund a major project to which the
supported work program is linked, the appearance of a private firm which
corners the market on a particular item, or even the departure of program
staff who were crucial to the implementation of one type of work. By the
end of the second year, all the supported work programs were opperating
worksites in at least three types of major industries.

Operational experience has also demonstrated that developing a
variety of worksites according to a common theme is equally important for
solid program expansion. Work activities whieh are tied into each other

in some way and are interdependent, may yield the most profit to the
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program. One advantage of this type of approach 1s that technical
expertise, supervisory ckill and the costs of capital equipment and
supplies can be shared by many worksites. Often this can be put to
developmental use as well. One of the programs developed a worksite in
the cafeteria of a local industrial firm where workers prepared and laid
out food trays and worked at the steam tables. Several months later the
program’s parent agency purchased and had supported work crews renovate a
building near a hospital and a large factory, obtained a liquor license
and began to operate a pub-style luncheon restaurant. Workers who began
in the cafeteria were gradually moved to the restaurant to work as
pusboys, grill cooks and waiters. The third phase of their integrated
food services experience came with the renovation, refurbishing and
opening that same year of a gourmet restaurant. The most reliable and
experienced workers were sent to train under the guidance of a chef to
learn food preparation, grill work, meat-boning and butchering, and to
bus and wait on tables.
Another program began with a furniture-building worksite, moved into
tight rehab and eventually got a contract to rehabilitate a group of
_dilapidated buildings in a nearby neighborhood. Although a program
director must beware of overambitiously extending the workers’ capabil-
ities, the work ladder concept embodied by these projects proved to be a2
valuable work experience.

Sometimes a large block of funding can be obtained for a host of

work activities under one umbrella which the program could not have
received for diversified activities. Im their fourth year of operations

one of the programs contracted with a local CDC and won a HUD-funded

:
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YCCIP grant which funded up to 90 supported workers engaged in community
improvement worksites doing home chore services for the elderly, building
maintenance and renovation.

Such a thematic development of worksites can also benefit workers in
other ways: clerical werk can be transferred to many types of customers
as can construction jobs, and workers who were more experienced wers
gradually moved to sites which required a high degree of skill and
speed.

To expand their operations, programs have sought to identify avail-
able local sources of funding and to capitalize on particular community
needs which they may be able to fill, and to avoia developing worksites
in areas which may go against established community interests, A com-
munity will pay for a service it deems worthwhile, and if a supported
work program provides such a service, it gains the support of the larger

community in its expansion and survival,

Revenue Generation

One of the most important features of supported work is its capacity
to generate revenue. Although a program should never count on covering
expenses by service project revenue, by 1981, the sites overall were
covering an average of 25 percent of their own costs, and some went as
high as 40 percent,. Those revenue generating worksites, if properly
structured, are an important component for bridging the gap between
supported and regular employment, They represent the program’s ability
to perform real, competitive work while still shielding the less job-
ready workers from the stress lunvolved in the workplace until they
are ready te handle it; it also shields private employers from the direct
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difficulty of supervising such workers. Finally, because a customer is
paying for goods and services, the demand for quality performance ig
higher. The supervisors know this, and fransmit it to the workers.

Experience to date indicates that revenue generating work projects
can be expected to be successful if they cover a portion of operating costs
and simply forego recovery of the original capital investment. Most
directors feel that mandatory graduation of their most experienced
workers precludes the possibility of developing a skilled workforce
capable of generating excess revenues over costs. Only longer term data
will give any indication as to whether such worksites produce higher
paying, longer-term post-program jobs as some program directors believe.
Experience has shown that a realistic goal for revenue generation in the
first operating year is about 10 percent to 15 percent of the total
budget,

Revenue generating projects can be a great benefit to the program
operationally and fipancially, but there are many factors to consider
when developing them. Most of these worksites have reguired more plan-
ning, negotiation, start-up time, training, supervisory skill, and
marketing ability than other worksites. This was especially true when
the worksite was geared to providing goods or services to the private
gector.

There are three basic models of revenue generating worksites, each
with its advantages and disadvantages:

e The small (in-house) business model, such as a furniture-manu-

facturing unit, 1is good in that the continuous close contact
with the program ensures that the supported work elements are

implemented, but poses a complex marketing problem for the
product. :
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s An alternative to the business-creation model of worksite
development is that of placing a supported work crew on-site
with an agency or business. Workers placed in a host agency
can reap the benefits of a training experience which closely
approximates regular employment and the program does not have
to make heavy expenditures of capital for eguipment. However,
ensuring that the programmatic integrity of supported work is
maintained, is complicated by the isolation of the worker from
the program.

¢ A third solution i1s to negotiate a subcontract from a local
business to do a portion of their work., This arrangement
can work te the program’s decided advantage: if a business is
renovating a housing complex and union labor is providing the
electrical and plumbing contracting, the supperted work program
can seek a subcontract for part of the work., In this way the
program does not assume the burden of the total cost of the
work and the participants gain experience and skills by working
closely with union journeymen,

There have been occasiocns where a work project was negotiated
without consultation with the local unions, and the project was jetti-
soned because of strong unicn disapproval. Tt cannot be overemphasized
that no work project should be started inm & union shop without the
union’s prior concurrence, and the hiring of union journeymen as work

project supervisors may sometimes be helpful in conquering initial

resistance.

Customers and Contracts

There are many types of customers for the goods and services pro-
vided by supported work programs. The largest groups have always been
public agencies and private ncnprofit companies, but over the course of
the demonstration, programs have increased the scope of their contracts
with private for-profit firms and private individuals, While they may
have initially contracted to provide labor or services at no charge or at
a small stipend to the public sector agencies, as they gained confidence

-

and a good reputation, the progrvam began to recover full reimbursement
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for workers’ salaries, materials, overhead and some additional revenue.
The mix of types of customers for the programs’ goods and services will
vary according to the marketing ability of progranm staff and the local
employment and industry patteruns.

Although revenue generation is an important factor in deter-
mining the worth of a potential work project, not all work projects must
generate revenues. To galn community ot political support for the
program some work projects may provide vital services to the community
for which there are no funds available or which no other group is willing
te perform.

Regardless of the type of customer, the arrangement under which work
is conducted has important effects on the programmatic and fiscal useful-
ness of selling services or products. The crucial facters appear to be
matching job complexity with participant capability, proper preparation
of participants in how to deal with customers, and a well-negotiated
contract which takes into account the multiple goals of supported work as
well as the producticn and quality needs of the customer. Different
customers will provide a differemt work experience for the participants
and the types of worksites which a program develops will reguivre varying
managerial capacities.

For nonprofit and community groups the program can offer the oppor-
tunity to expand their efforts without a large increase in the cost of
labor. The fact that supported workers may come from the constituency
served by these agencies is another strong point in their favor. Reim—
bursement for thgse contracts should include an hourly rate for labor and
cover the cost of materials, tools and supplies. One program’s particl-
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pants have provided day care for public housing residents under a salary
reimbursement arrangement with the local housing authority. Another
program’ s crews have provided home chore services to the elderly through
a contract for referrals with a local home care agency. Labor costs were
covered by CETA ceontracts and the home care corperation was approached to
provide a contract for revenues.

In public agencies a supported work crew may £ill a void by pro-
viding a service which could not otherwise be finmanced without the
program’s subsidies. The program can often place a larger crew with
a public agency, which results in fewer overhead and management costs
and greater managerial ease. Reimbursements should be similar to
the arrangements made with nonprofit and community groups. Cne pro-
gram assigns large numbers of participants to work in local schools,
libraries, hospitals, parks, and police departments, and each public
agency pays a percentage share of the worker”s salary costs. Another”s
largest worksite is with a state medical center, where the program
recruits participants and assigns them to several kinds of work in
building maintenance and security, the carpentry shop and the cafeteria.
The contract includes salary reimbursement for workers, a provision to
give permanent job preference to supported workers and a percentage
allccation for program administrative costs,

Small Businesses. For the small profit-making company, supported

work offers additional production capacity without the emplover s needing
to expand the plant and add additional workers, In negotlating contracts
with small businesses program directors have found it useful to first

attempt to elicit from them what they believe their needs to be and then
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attempt to elicit from them what they believe their needs tc be and then
suggest how a supported work crew ﬁight fit that need. As the workers
are unskilled and new to the world of work it is muc% harder to try and
capitalize on what they can offer the employer at this first stage of
negotiations. The trade-off on the relative ease of placing supported
workers in small businesses is that there is less ultimate hiring of the
workers at the end of their program stay, It is very important that the
program protect itself with a contract to ensure that the business is not
merely taking advantage of subsidized labor.

In order to gain entry to a small firm, programs have offered to
cover the costs of labor and materials and instead be reimbursed by the
item, where goods are produced. If the crew does not deliver a quality
product on the agreed-upon schedule, the programs then absorb the addi-
rional costs. However once the workers improve their production and its
quality, the terms of reimbursement can often be renegotiated to cover
other costs. One site has a project which stations workers in a small
firm that manufactures computer component boards and in two months the
crew has substantially improved preduction in their area, The ceompany
reimburses the program at an hourly rate which covers the costs of
workers® wages and a part of the wages of the supervisor, and as the
project continues, & higher reimbursement rate will be negotiated.
Another site has a ceontract with a real estate firm to paint houses
before they are put up for sale. A contract for reimbursement 1s nego-
tiated for each house based on the estimated time for its completion, and
most contracts fully cover the c¢osts of wages to workers and supervisors,

while some now vield a smalil profit to the program that offsets the
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indirect management costs.

Big Business, Approaching large corparations requires a more

sophisticared procedure, remembering that the aim of the program 1is
to £11l a need. For instance, menial, entry-level jobs in a large
company often have a high rate of turnover; the supported work program
can alleviate this problem by guaranteeing less turnover and immediate,
trained replacements when it does occur. The corporation, on its part,
can offer job possibilities to successful graduates.

The pregram could negotiate a contract for a set portion of the
corporation’s work in a particular area, for instance the assembly of
s specific machine part, or a contract to do maintenance in corperate
headquarters or its branches. In any case the negotiastions should stress
that in addition to doing the community a service, and developing tax-
paying citizens, employing a supported work crew would not cost the
corporation any more than 1t would usually pay for these goods or ser-
viceas. One program employs a crew which dees maintenance work on the
evening shift in eight branches of a local bank. Reimbursement covers
the worker’s wages, tools and supplies, and the fact that the program
superviser 1s respected and trusted encugh to have a key to the banks is

a strong point in the program’s favor when developing similar contracts.

Tvpes of Contract Agreements

Once the program and the customer have negotiated an agreement for

-the performance of work and the level of reimbursement, the terms of the
agreepent need to be drawn up into a formal contract. See Appendix IT

for samples of contract formats currently in use by supported work

programs. ltems which should be addressed 1in any contractual agreement
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should generally include the following:

1. A description of the service or product to be provided, the
amount of work to be performed, and the timetable for 1its
completion. Any special provision of the employver should also
be included in this section.

2. The terms of the reimbursement. Does the customer pay by the
unit for the product or service, or does he rather cover all or
a portion of the hourly labor cost? Which party is responsible
to pay the cost of raw materials, transportation, physical
facilities and wutilities, and capital equipment? Who will
provide and pay for the supervision?

3. The agreement should specify the billing and payment schedule
arranged between the program and the customer.

4. In the case where the customer provides the raw materials for
the project there is usually a maximum sum agreed upen for loss
or waste of materials. The program 1s then responsible for

paying for loss or waste above that figure.

5. Any insurance requirements of the contractor or by the customer
should be spelled out. This can include Workmen's Compensa-
tion.

Worksite Descriptions

The following pages contain analyses of 11 worksites implemented
during the national demonstration. Contained in the analyses are both
the pros and the cons of those specific worksites, their pitfalls and
their benefits for use by new supperted work program operators. These
analyses are meant to be merely representative of typical demonstration

experiences, not blueprints for a recommended plan.
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Product/Service - Landscaping and Gardening Crew size 6 - 10 swers

Description of services - Mow lawns, do edging, prune shrubbery,
water, fertilize, seed, plant shrubs and flowers, prune small trees
and generally police areas.

Skill levels - Basically uvaskilled work with some related training and
on the job training. Basic landscaping and some horticultural and
flericultural training. Training can be done by the supervisor, the

customer or a local educational program.

Markets = Local housing authorities, parks departments, public in-
stitutions, private corporations, apartment management companies,
etc. )

Contracts and fees -~ Usually a seasonal contract for specific tasks in
a defined area. Best type of contract is for labor plus materials.

A fixed fee or fair market price is more the norm. Sometimes the
customer will supply all materials and plants. Billing is usually on
a menthly basis for hours worked and materials used or for the
percentage of work completed in a fixed fee arrangement.

Facility needs - Shape-up place and a secure storage shed for tools,
equipment and materials and 2 repair shop.

Equipment needs - Power mowers, edgers, hand mowers, rollers, wheel-
barrows, containers, and erc.

Tool needs -  Clippers, pruning shears, shovels, spades, hoes, pitch
forks, picks, hand tools for eguipment repair, and etc.

Materials - Grass seeds, fertilizer, peat moss, wood chips, gasoline
and oil, sprays, seeds, bulbs, plants, shrubs as determined by the
job.

Transportation - Mobile crews require vans to transport workers,

tools, equipment and materials. A small truck used on an as needed
basis is generally necessary.

Licensing and insurance - Both, Ffor vehicles. Local laws would deter-
mine license needs for a landscape contractor, but licensing is
generally not required. Liability insurance is & must. Some con-

tracts may require bonding. Guarantees on the life of plants,
shrubs, or trees purchased is vital,

Management and supervision =~ A full time supervisor for each crew.
A project manager if three or more crews. Manager and/or supervisor
should have extensive experience in cperating a landscape business or
have been a supervisor of a landscape crew for some institution.
Someone on staff should be able to do equipment repair.




Potential and/or real problems - Rainy day work, off-season work,
power equipment breakdown, guality control of work performed and

customer relations and collections.

Transition possibilities - Will wvary by location and length of grow-
ing season. Public institutions, small landscape contractors and
individual spin-offs into a small business are the best bets.

Pluses ~ Low s5kill requirements, can be done by youths and adults,
is probably available for contracting out because it is seasonal
work, low capital investment, and produces highly visible results.

Some OF the National Experiences = Something we usually can manage
and can be a good income producer. Equipment breakdowns and poor
gardening techniques leading to dead plants are the biggest problems.
Teaching safety measures to the supported workers using power egquip—
ment has proved to be necessary. A good quality iob done can create a
terrific community feed-back and concurrently a poor job can cause
the reverse reaction. Having the workers outside in the public eye
presents the same opportunities and risks.

Product/Service — Parkway Maintenance Crew size 5 — 6 swers

Description of services — To provide all necessary janitorial maintenance
For 15 administrative buildings located at toll booth plazas, for 140
toll booths, and for 2 state police barracks on the parkway. Five
crews from three different supported work programs divided the work
up according to geographic proximity and size of work load. There
are detailed cleaning specifications in the master contract.

Work schedule - Crews generally work an 8:00 am to 4:00 pm shifc Thursday
through Monday inclusive. They are off on Tuesday and Wednesdav each
week. The parkway gets more traffic oo weekends and therefore needs
cleaning more at that time than during the week.

Skill levels ~— Very entry level maintenance woTrkK. Training in certain
Cleaning techniques and in use of special materials has been given by
the highway authority maintenance divisiom.

Market - Customer is the State Highway Authority which gets a double
benefit from this arrangement: the social benefits of creating 25-30
jobs for severely disadvantaged state residents and the guarantee of
a good cleaning job by the crews.

Contract and fees - The contract is with the State Highway Authority
and has a three year slightly escalating renewal clause subject to
approval by all parties. Reimbursement averages 516,300 per crew

annually. After paying for all transportation, materials, tools and
equipment costs, each crew generates zbout $8,200 to offset some of
the costs of labor and supervision. o
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Facility needs - A secure place to store vans and equipment overnighe.

Equipment needs - Major need is for purchase or rental of vans. F¥Floor
buffers/waxers and portable vacuum cleaners are also used,

Tool needs - HNone
Materials - Trash bags, mops, paills, sponges, cleaning materials, wax,
steel wool, brooms, dustpans and dust cloths, The authority fur-

nishes paper towels, paper cups, toilet tissues and hand soap.

Transportation - Vans equipped to legally carry a supervisor, up to
six workers and all materials 1s necessary. A backup vehicle is
also a necessity.

Licensing and insurance —  obviously, vehicle registration, licensing,

and iiability insurance are a must, Each policy must reach the
limits specified by the State, Bonding of all workers is also

required because of the accessibility te large amounts of ceins in
the counting rooms.

Management and supervision - These crews are usually part of a larger
maintenance division with a professional manager. Fach crew has a
full rime supervisor who must be extremely dependable, skillful in
handling the workers and good at the customer relations job of
dealing with the toll booth collectors, managers and State police,
There should be one or two back-up supervisors always available on
short notice,

Potential and/or real problems -~ The possibilities of petty or major
theft. A good orientation by Highway Authority personnel addresses
this problem and lets workers know how it is dealt with. Weather
especially in winter can be a major problem. The best remedy is a
good sensible communications system between the authority and the
supported work program for cutting short or calling off the work day
across the State or on certain sections of the highway. Vehicle
breakdowns need to be anticipated and back-up vans available.
Attendance on weekends at times is a problem and back-up workers
should be available on call as well as a weekend hourly pay differ-
ential offered to workers,

Transiticn possibilities -  Some possibilities with the Authority but
not 1in great numbers. More importantly, workers who develop into
good dependable employees working this sort of demanding work
schedule should be easy to place in a variety of related jobs in the
public and private sector.

%Some of the National Experiences =~ So far it has not been replicated in
‘ other States.
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Product/Service — Building Maintenance Crew size 5 - 6 swers

Description of services - A wide variety of interior building cleaning
and maintenance services. It includes dolng entrances, corridors,
washrooms, offices and meeting rooms. Floors, walls, ceilings,

light fixtures, windows, blinds or sghades and furniture are all
cleaned and cared for according to the specifications of each job.
Emptying waste baskets and removing the trash is generally in all
specifications. Working hours are negotiated between the customer
and the supported work program. In some cases this is the only
cleaning service but in many other cases it is supplemental to a
publiie agency regular service.

Skill levels - Very entry level maintenance work. Training can be
given by a representative of the customers or supervisor. :

Markets - Prime market is all kinds of understaffed public institu-
tions, court buildings, police stations, hospitals, nursing homes,
mental health facilities, housing projects, and all sorts of govern-
mental department office buildings. Private for profit customers
have contracted for services at hotels, apartment complexes and
branch banks.

Contracts and fees - A wide wvariety of arra;gemencs are possible,
Private for profit companies pay for the fair market value of the
service, Public institutions are provided the services at a
subsidized rate. As always the best deal is wusually the hourly
labor rate plus materials, but a fixed fee rate is also common.

Facility needs - A shape-up place/locker room and secure storage
for supplies, equipment and materials is needed.

Equipment - Equipment for stripping, waxing and buffing floors is
the only real capital investment.

Tool needs - Some hand tools for minor repairs.
Materials =~ Trash bags, mops, pails, sponges, cleaning materials, wax,

steel wool, brooms, dustpans and dust cloths.

Transportation - A ride to and from work may be necessary if the
worksite i1s not easily reached by public tranmsportation. If a crew
cleans a number of spread-out buildings on each shift a van 1is
necessary to carry workers, materials, and equipment.

Licensing and insurance - No licensing required except in unusuzl
situations like gambling casines,. Liability insurance and some
bonding is standard practice.

Management and supervision - A cleaning crew is generally part of a
maintenance division of a supported work operating company which
would have a professional manager. FEach c¢crew is under a full-time

on-site supervisor with previcus supervisory experience in the blue
collar trades.
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Potential and/or real problems - Minor theft of items left unprotected
in people’s offices. Small portable radies and petty cash are
likely targets. Supervisors need to be mobile and have good control
over workers who are often dispersed throughout a rambling, multi-
storied building.

Transition possibilities - Generally good in both the public and
private sectors. Local labor market pay rates will determine
whether or not supported workers will leave for unsubsidized main-
tenance jobs in that community.

Pluses - Low skill requirements, generally available reimbursable
work and modest capital equipment needs,

The National Experience - Every supported work program has had some
experience in the maintenance field even if it just maintains its
own facility. This is another low investment, good return kind of an
operation for a typical supported work program, especially in those
that recover minimum wage for labor and all other expenses from the
customer.

Product/Service - Paper Recycling Crew size 12 swers
Description of services - Residential collection of newspapers and
cardboard and secondary metal and glass. Reduces the tonnage of

trash ro be collected by the 1local sanitation department ta be
dumped in the community landfill area. Crews also make pickups at
businesses, print shops, the university and local government offices.
There are 18 residential routes serviced on a regularly scheduled
day each month. Everything is trucked to a warehouse to be sorted,
and, in the case of paper, baled. The bales are stacked and held
for shipping. When there is enough volume, it is loaded for shipment
and sold. ' There 1is an ongoing public relations and advertising
campaign and customer telephone follow-up if pickups fall off,

Skill levels - Some workers need licenmses to drive trucks, and enough
driving skill to learn to operate a fork lift; and others neead
rudimentary communications skills for learning the public contact,
customer relations and advertising ends of the business. Major
training is in educating the workers about the environmental needs
for resource recovery programs,

Markets =~ Baled paper is scld through brokers to paper mills and
sometimes directly to mills. Metals are sold to salvage dealers and
glass through brokers to glass manufacturers.
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Centracts and fees - Project periodically will test market to get
deals with brokers who pay highest amount per ton. Sometimes it is
advantageous to have an arrangement with a broker that pays a
couple of dollars under market when the prices are high but has a
guaranteed floor when market prices are low.

Facility needs - A separate building in an area zoned for warehousing
with docking facilities for a truck and & fenced in area for park-
ing. A 3,000 - 4,000 square foot building is about the minimum
required. A 15 foot ceiling will allow for stacking of bales. An
office area of about 300 -~ 500 square feet should be built ia.
Special electrical hookups are required for many baling machines.
Building should definitely meet all fire codes for this type of
operation. The certificate of occupancy should clearly allow such a
business on the premises,

Equipment needs - In addition to vehicles, the only major eguipment
needed is a baler, a fork 1ift and large metal storage bins for
metals and glass. Telephones, & typewriter and access to a copy

machine are needed for the advertising and public relations work.
Appropriate office furniture should be available as needed.

Tocl needs - Bale strappers, little banking machines and hand tools
for building and/or vehicle maintenance are necessary.

Materials - Wire, cord, and general office supplies are the minimum.
Transportation - A one-ton truck with a 12-foot box is about the
smallest that could handle the route pickups, A 1l6-foot step van

does the other pickups.

Licensing and insurance - Most communities require licenses or permits
for residential waste collection. Salvage dealer’s permits may also
be necessary. The appropriate certificate of occupancy allowing
this use is a must. Adequate vehicle and facility liability and

accident insurance is mandatory.

Management and supervision - A full time manager/supervisor and a
supervisor for the collection crew 1s necessarv. The manager should
be experienced in and knowledgeable about source separation recyc-
ling and have previous management experience. ‘

Porential and/or real problems - work flow in warehouse not always
steady. Community participation on route fluctuates. The market
pricing undergoes many changes.

Transition possibilities ~ There has been some placement into unsubsi-
dized jobs at paper companies and print shops. In additiomn, for
laborers to have some experience in truck driving and fork 1ift
operation has been a plus in placing them into general warehouse
work.
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Pluses - Low skill requirements, easily availahle markets, the public
relations value to the supported work program and the fact that the
workers know that their efforts have a positive effect on the local
envirconment are all pluses,

National Experience = Only one supported work program is opervating
a recycling program this extensive, but 2 or 3 others are involved
in supplying labor to such programs or are newly operating smaller
efforts that may more fully develop over time. The one large
operator is currently covering all costs for transportation, rent,
utilities, equipment, materials, sdvertising, direct management
and supervision out of revenues from sales.

Product /Service — Automotive Cleaning Materials Crew size 11-12 swers

Description of products -  Produce cleaning towels, buffing mittens,
and other items for cleaning autos. The shop 1s basically a sub-
contracter for a successful local firm. Work performed includes
cutting, sewing, assembling, packaging and boxing of products. The
workers alsc handle inventory, chipping and receiving functions,
record keeping and documentation for billiog purpeses at the plant.

Skill levels - The cutting and sewing jobs require manual dexterity
and good hand and eye coordination. Many AFDC mothers in the
project have had previous experience on home sewing machines and
it is relatively easy for the supervisor to train them on the
industrial sewing machines in the plant, Workers who have diffi-
culty mustering the cutting and sewing functions can be assigned to
packaging, boxing and shipping and receiving jobs.

Markets - The plant has had one major customer for almost 100% of its
output for the last three years. The customer purchases all raw
materials for production, packing and shipping and handles all of
the marketing. The supported work program is paid for each item it
produces and/or packages at a negotiated price. This is a good
arrangement, in that the program can concentrate solely on produc-
tion without a lot of cash flow problems and inventory surpluses.
On the other hand the plant is too dependent on one customer and
would be practically out of business 1f this relationship wers
severed for any reason. It needs to generate additiomal customers
in order to protect itself.

Contracts and fees - Presently the project budget generates encugh
income to offset the total costs of rental, utilities and main-
renance of the plant and irs equipment plus the costs of a part—time
plant manager and a full-time supervisor. As mentioned earlier, the
price on each order is negotiated between the plant and the customer
and items that turn out to be real losers are either not handled
again in the plant or are handled at a higher negotiated rate.
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Facility needs - This project uses about &,000 sguare feet of plant
space and another 800 sguare feer of office space. There are truck
bays for loading and unloading orders. Plenty of good lighting,
enough electrical outlets for each sewing machine and the bagger-
sealer, and adeguate power feor a compressor were the major facility
improvements. The crew itself built all of the work tables and a
wery large cutting table.

Egulpment needs - A total of 12 industrial sewling machines of two
different types are used in the plant. Some products require sewing
on one type of machine and others must be done on the second type.
Two bagger—sealers are used 1n the packaging operation. In additien
to two inspection tables there is a 307 x 57 cutting table with a
manually operated 5° long material cutter. A manual fork lift 1is

used for loading and unloading.

Tool needs - A good set of hand tools appropriate for repair of
industrial sewing machines.

Materials - All materials are provided by the customer.

Transportation -  The customer delivers all raw materials and picks
up all finished goods.

Licensing and insurance - There 1s no licensing necessary. Basic
iiabiligy, Ffire and theft on the plant and its contents are of
course required,.

ﬁanagement and Supervision — A manager with many years of set-up and
production experience 1in the needle trades oversees the plant on a
part—time basis. A full-time supervisor-trainer manages and trains
the workers. A repalrman 1is on contract to service and repair
machined two days a week.

Potential and/or real problems - There is a need to develop additional
Custome§s. Down-time 1s a problem if the present customer has no
orders ®r misses 2 delivery of raw materials. Some of the items
produged are seasonal. Equipment bregkdown was a major proeblem
until’ the present regular repair service was identified and com-
mitted. When workers turn over there is a drop in productivity
while inexperienced workers are trained. Locating a capable and

available plant manager was also a major problem.

Transition possibilities - A number of workers have left supported
Wwork for unsubsidized jobs in the industry. The industry is in a
growth period locally.

Pluses - Many supported work eligible persons have some home sewing
experience., There is some good training involved and the work can
be highly structured. Production counts are easy to take and goal
setting and measuring performance 1is not too difficulr. In many
ways this type of plant is ideal for a supported work setup. It
also generates a decent amount of revenues. o
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The Naticnal Experience -~ The kind of subcontract arrangement with
the customer which eliminates cash flow preblems, materials cost and
know~-how needs, and a marketing cffort has been used as a model in
other kinds of supported work endeavors elsewhere. There have been
a2 few attempts at setting up sewing operations elsewhere but not

successfully,

Product/Service - Pallet Recycling Crew size 6 - 8 swers

Description of Services - Using broken pallets as the prime source of
materials, workers turn out rebuilt pallets for the resale market.

Skill levels =~ Basically unskilled work but it helps to be physically
strong and have some manual dexterity. Workers learn some measuring
skills, do hand assembly and learn to operate such equipment as
nail guns, a skill saw, a machine called the un-nailer and a cham—
fering machine. Fork lift operation is also learned by some of the
workers.

Markets -~ This project was started only after some firm commitments
for orders were made in writing by a few prime customers. A large
regicnal food service chain, the manufacturer of a well known
nationally distributed care cleaner and a local soft drink company
are now the major customers. A continuing marketing effort is
ongoing to develop a more diverse group of customers.

Contracts and fees - The food service chain signed a written agreement
to send two trailer-truck loads of broken pallets per week to the
recycling shop. In return, an agreed-upon number of recycled
paliets are shipped back at a fixed price. The fixed price is a
little below the going local market price for new pallets, Other
companies donate broken pallets for tax write-offs and purchase
recycled pallets at a fixed price.

Facility - About a 4,000 square foot plant is needed for this business.
There should be good docking facilities for trailer trucks and
adequate electrical wiring for operating the compressor and all of
the equipment,

Equipment needs - Five nail guns, a compressor, an un~nailer, a skill
saw and a fork 1i1ft are needed.

Tools needs -~ Basic hand tools including hammers, saws and rulers are
used,
Marerials - Broken pallets, some new lumber for deck boards and

stringers, and nails are the main staple supplies needed, -
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Transportation - This plant uses three rented trailers and a used
tractor for delivery and pickup. Trailers are left at prime cus-
tomer premises until they get filled with broken pallets.

Licensing and Insurance = No licensing is required. Basic liability,
accident, fire and theft for plant and wvehicles are necessary.
Local laws determine the need for special licenses for tractor-
trailer drivers, A certificate of occupation for the building
allowing this type of use is of course a must,

Management and supervision =~ There is one full-time manager—supervisor
and & part-time marketing person. The manager-supervisor has
experience in rumning a pallet manufacturing business,

Potential and/or real problems - Customers expect quick turnaround
time when they place orders, The market price for pallets fluctu-
ates, and pricing is very competitive. Because much of the lumber

comes from the broken pallets, cash flow and price fluctuations of
lumber are not the problems they would be for a new pallet manufac-
turer. Teaching workers safety and requiring them to use goggles,
helmets, gloves and safety shoes requires strong management rein-

forcement.
Transition - Placements in this large industrial city have been good
with private pallet making companies. Experienced workers are in

demand. There 1s also the possibility of small spin-off businesses.

Pluses — This business can be 2 really good revenue producer. Pro-
ductivity is easy to measure, and the necessary skills are easily
developed. The workers seem to like the work and enjoy turning out

a finished product that 1s sold immediately.

Product/Service — Ramp Construction Crew size 6 - 10 swers

Description of Services ~ Building wheelchair ramps for handicapped
individuals to allow freedom of movement to and from the residence,

Skill levels - Basicallv unskilled work; grading; form~setting; pouring
concrete and/or nailing pre-cut boards to form structure. Training
can be provided by the supervisor who should have some knowledge of
the construction trade.

Markets - Disabled citizens confined to wheelchairs; local housing
authorities: park departments; public institutions; private cor-
porations; etc.

Contract and Fees - Iadividual contracts for a specific ramp design in

a defined area. Labor plus materials. Cost can be negotiated for
the individual through organizations such as the Veterans Adminis-
tration, Kiwanis Club, Easter Seals Society, Multiple Sclercesis and
the Cerebral Palsy Association. ’
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Facility needs - A secure storage area for tools, equipment and
materials.

Equipment needs -  Means of traosferring tools and materials to work-
sites.
Tool needs - Picks and shovels; wheelbarrows; roller; hand tools

vesed 1in finishing concrete and hand tools needed for wooden form
construction.

Materials -  2x4 and 2x6 lumber; concrete; filldirt and reinforcement
rods,
Transportation ~ Mobile crews reqguire a van to transport workers and

tools. A small truck would be useful in tranmsporting eguipment. and
materials.

Licensing and Insurance =~ Both needed for vehicles. Llocal laws would
determine license needs for small contractor, however, licensing is
generally not required. Building permits and liability 1insurance

are necessary.

Management and supervision ~ A supervisor for each crew,. A project
manager 1f there are three or more crews. Supervisor should have
experience in construction areas dealing with concrete/cement
finishing and form-setting.

Potential and/or real problems - Seasonal work {unless in warm cli-
mate); rainy day work; quality control of work performed and
customer relations.

Transition possibilities - Large or small construction contractor
as laborers.

Pluses ~ Low skill regquirements, appropriate for both youth and adult
target groups; low capital investment; produces highly wvisible
results and meets double social utility goals.

1Some of the National Experiences - Thus far ramp building has
| not been replicated in other locations.

Product/Service - Storm Window Production Crew slze 6 - 10 swers

Description of Product -~ Produce aluminum double tract storm windows.
Work performed includes fabrication and assembly of windows cut fg¢
size; use of table saws, drills and routers., Workers alsoc handle
inventory, packagine, recordkeeping and documentation -for billing.
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Skill levels - The cutting and assembly of windows require manual

dexterity and good hand and eye coordination. Some wotkers will
need low math and measuring skills and training in cutting glass and
aluminum,

Markets ~- This project component was started only after a number of
Firm commitments were received for on-going orders. A number of
community based weatherization programs are current customers. A

regional department chain indicated interest in marketing the
product. A continuing marketing effort is ongoing to develop a more
diverse group of customers.

Contracte and fees - Community based organizations and the CETA
Weatherization Programs have agreed to purchase needed storm windows
for installation to low income homes. The fixed price (based on

size) of the window is below the going local market price.

Facility - 3,000 - 4,000 square feet of plant space is needed. There
should be good loading dock facilities for trailor unitoading the
needed extruded aluminum. There should be adequate electrical

wiring for operating the table saws and drills.

Equipment needs - Table saw; drill press; glass cutting machine; latch
and cormer punch; glass mold punch; milling machine, and cutting
unit.

Tool needs - Basic hand tools including hammers and rulers.

Materials - Extruded aluminum, sheets of glass and screening.

Transportation - Van to deliver finished windows to customers.

Licensing and insurance - No licensing 1is required. Basic liability,

accident, fire and theft for plant and vehicles are necessary.

Management and supervision =~ One full time supervisor is needed.
This supervisor should be experienced in assembly operations of this
type. There should also be a marketing person available to the
component .

Potential and/or real problems - Customers require quick turnaround on
prders. Glass, screening and extruded aluminum prices fluctuate
which will result in continuous price adjustments. Cash flow may

become problematic. Teaching workers safety and requiring them to
use goggles and gloves requires strong supervisor reinforcement.
Quality control of work performed and customer relations.

Transitionm possibilities - Workers who develop skills doing this sort
of demanding task should be appropriate for a variety of entry level
jobs in the private sector.
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Pluses - Both youth and adults can be instructed in the assembly
process. Work 1is accomplished in-house which minimizes control
problems. Capital investment 1s relatively low while results are
highly visible.

S — ——

Some of the National Experience ~ Fabrication of storm windows with
wood products proved unsuccessful. The development of a close
working relationship with the CAP/CETA or other weatherization

’ program customers is important. Can be a good income producer.

Product/Service =~ Arrangement/Packaging Crew size 6 — 12 swers
of Dried Flowers

Description of services - Includes the cleaning, peeling, glueing,
bunching, arranging, and wrapping of dried flower arrangements.
Also, the painting of clay pots, vessels, etc.

Skill levels - This 1is basically unskilled work but requires some
degree of manual dexterity. Visual, spatial, and artistic talents
are useful and developed,

Markets - This is work done on a contract basis for large dried flower
companies.

Contracts & fees =~ Contracts are usually on a piece-rate basis which
varies by job after time-study analysis with the customer. BRilling
follows the completion of jebs.

Facility needs =~ Both werk and storage space are required. Work space
is an open area with adequate lighting and comfortable temperature.
Storage space must be sufficient to house both raw materials and the
finished product.

Equipment, tools, and material needs = Are minimal and usually supplied
by the customer based on job requirements, Consist of staplers,
picking machines, hot plates, waxes, glues, wire, dried plants,
vases, pots, containers. Work tables and chairs are supplied by the
program.

Management & supervision - A full-time supervisor is ample for a crew
of 12 workers and is responsible for managing the work place,
training workers, and negotiating with the customers. Must have
supervisory experience in a production/assembly setting. Knowledge
of the dried flower industry is helpful.
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Potential and/or real problems - A potential problem with all sub-

contracting work tied to a sole customer is the down-time bhetween
jobs and/or the lack of sufficient amounts of work during the siow
season {(November to April}. However, these problems can be sclved
through availability of work for other customers or the alteration
of crew sizes.

Transitional possibilities — For workers who are interested in related

jobs, the site offers some potential as an employment pool for the
contracting customer and for area greenhouses. Generally, the site
provides good work experience in an assembly setting more than any
particular skill development.

The

National Experience - The site offers a combination of advantages:

iittle, if any, capital expenses; an industrial/assembly-line set-
ting; and reasonable generation of revenues. The site often serves
as the "initial entry" worksite for incoming workers until further
assessment and assignment occurs since stress and producticon demands
are easily controlled while work habits and discipline receive
concentration.

Product/Service - Clerical Services

Description of services - Perform general and specific clerical ser-

vices including typing, filing, telephone and personal reception,
record-keeping, and other office activities.

Skill levels - Requires both basic education training (reading, math,

spelling, vocabulary) and specific training {typing, file mainten-
ance, operating office machines, etc.). Training can be performed
by the supervisor in-house or by a contracted agency (vocational
school, business school, etc.). Training can be conducted within an
eight-week period 1f provided on a daily basis, and precedes the
provision of services to customers with further training provided
on~the-job.

Markets - A broad range of private and public agencies and especially

those which experience seasonal demands for greater numbers of
clerical workers (tax services agencies, mail order houses, catalog
distributors, etc.).

Contracts & fees - Usually a payment equal to an hourly amount for each

worker ranging between the federal minimum wage and the customer’s
starting wage for similar positions. Best type of contract also
includes an amount to partially offset worker fringe, training,
supervisorv expenses. Billing is usually on a weekly basis based on
total hours worked at the customer’s site.
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Facility needs - A large classroom setting equipped with office
machines for training purposes. One or two offices for supervisor/
training/marketing personnel.

Equipment = Typewiriters and stands, dictation equipment, 10-key calcn-
laters, file cabinets, desks, chairs. More sophisticated classrooms

will include mag-card machines, etc.

Materials & supplies =~ (General clerical supplies for workers and
equipment .

Management & supervision =~ Demands for staff are greatest in the areas
of worker training and marketing/customer relations. Depending on

the number of crews in training or outstationed and whether training
is provided in-house or by contract, one person may perform - all
training, management, and marketing functions, or additional persons

for the training activity may be required. Supervision of out-
stationed workers is provided by the customer and usually with the
help of a lead-worker or crew chief. Trainers must have experience

which 1s usually from a vocational or high school setting. Manager
must have knowledge/experience in sales, contracting, office pro-
cedures and personnel marketing.

Potential and/or real problems - Scheduling contracts with customers
to coincide with completion of worker training or as other con-
tracts terminate is the most common and persistent problem. Many

customers reguire sizeable crews for only 6-15 weeek periods of
time. Customer relations can become a problem if clear understand-
ing of program or customer obligations does not exist before start
of work. Providing back-up workers for absentees may also be
difficult, Cutstationing of a worker before adequate training
presents problems for the worker, customer, and the program.

Transitional possibilities -~ Are very good in most situations because
of roll-over potential into regular and full-time customer jobs and
because of the sheer number of clerical and office positions in most
communities, Placement 1s very favorable with workers who bacome
skilled at the customer’s site with special equipment (data entry,
work processing, and business machines).

:The Natijonal Experience -~ 1In addition to the very good transitiom
petential for workers, the worksite advantages include the location
of customers and generation of worksite revenue with relative ease
and low overhead costs compared with many other sites. The site
has been especially attractive to the AFDC target group. It offers
the project an opporfunity for direct iunvolvement with and services
to the private sector. The site has operated and in a successful
manner at a feaw of the project sites.




Product/Service - Furniture Manufacturing Crew size 6 — 8 swers

Description of service - Cut and assemble wood, formica, plastic,
plexiglass and other materials into already designed furniture items
for wholesale and retail distribution.

Skill levels - Semi-skilled work eventually progressing under appren-
ticeship arrangements into skilled. Training by an experienced
carpenter is essential along with continuous practical experience
manufacturing products.

Markets — Wholesale furniture distributors, retail stores and direct
' to customers.

Contracts and fees - Usually a fixed fee contract based on a specified
number of items produced in a designated period (e.g., 5 Parson
tables per week for 10 months) using the designs of the customer
for large volume orders. Individual job orders also taken for
customized items —-- but as a small percentage of total work dene by
the crew. Best type of contract 1s for labor plus materials.
Assembly-line operations may lower costs and improve efficiency, as
well as breaking up tasks into easy elements.

Facility needs - Shop should be spacious, well lit with a good venti-
lation system (OSHA requirements will prevall in any case). Good
electrical and ailr compression system as well as good exhaust fans
when sanding and painting. Wide access doors to facilitate de-
liveries of supplies and completed orders. Tail-gate loading
platform would be preferable.

Equipment needs - worktables, mounted circular saws, drills, well-ven-
tilated booths for glueing, painting and sanding.

Tool needs - Hammers, hand saws, planes and other carpentry tools.
Materials - Wood, plastic, veneers, paint, varnishes, sandpaper, etc.,

all materials set forth by the specifications for the product.

Transportation - Vans and/or pick-up trucks suitable for delivery
of complered items and to transport necessary materials.

Licensing and insurance - Bath, for vehicles. Liabilitv insurance
would not be required.

Manapgement and supervision - A full-time supervisor with extensive

knowledge of carpentry skills. Supervisor, or someone on staff,
should be able to do cost-estimates of products and determine if the
manufacturing of the item is cost effective for the program.




Potential! and/or real problems - Materials are usually expensive and
prone to damage or theft, linsupervised, some of the tools and
equipment could be dangerous. Safety rules should be taught initi-
ally and enforced rigidly.

Transition possibilities - While opportunities to join a trade unien
are rare, the possibility does exist. Non-union construction firms
and small manufacturing companies may be more willing to hire a
graduate from thig training.

Some of the National Experiences =~ A good work experience where swers
can see the results of their efforts quickly. Learned skills are
transferable to small private firms. Large orders for simple,

easily manufactured items provide the most cost effective return
for the program. Customized items, while more expensive and time-
ceonsuming, are interesting but should be 2 small portionm of the
total velume of work.
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IV. PLACEMENT

Ultimately, the point of supported work 1s to bring about the
transition from dependence to independence, and the most readily compre-
hensible measure of the program’s success in achieving that end 1is
placement: the placement of a supported worker in a permanent, non=-
subsidized job. But one of the earliest and clearest lessons to emerge
from the demonstration was cone of its most important: that plécement
could not be treated as merely the point in the end -~ the pot of gold at
the end of some proverbial rainbow -— but had to be the point from the
very start.

That lesson was learned the hardest way, by experience. The original
demonstration sites, focused as they were on the many complexities of
starting up a new program, often delaved or neglected laying careful
groundwork for placement because other needs seemed more pressing. The
consequence of this delay was a disappointing paucity of supported
workers moving on to regular emplovment. As soon as program operators
became aware of the problem and began to pay attention to it, the number
of supported workers moving from the program into jobs bepan to increase.
It should not be necessary for a new supported work program Lo experience
these delays. Sites in New Jersey and Wisconsin entering the demonstra-
tion during its third year guickly atrained placement rates comparable to
the other sites.

Although the placement rtates shown in Table IV-1 are not particu-

larly high in terms of absclute numbers, the research shows that, at
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TABLE IV-1

POSITIVE PLACEMENT RATES FOR SEPTEMBER 1981
BY TARGET GROUP

# OF PLACEMENTS RATE %
AFDC 537 £5.3
EX-OFFENDER 360 £1.3
EX~ADDICTS 108 . & 38.8
YOUTH 254 486
OTHER 163 42.8

ALL 1422 43.9




least for the AFDC and ex—addict populations, there is a cost/benefit
savings to society to be gained from the transition to employment.
Howsver, a word of warning must be issued. It is extremely important
that program operators not keep pushing for ever higher placement rates
at the expense of program principles. It is mneot just the immediate
percentages that matter, but also the longer-term effects: the post-
program wages and the kinds of jobs. If participants are hustled through
the program into low-skill dead-end jobs, they will be more likely to
revert to their pre—program status, and the savings will be lost. That
is clearly not the point of supported worlk.

A local program must have a job development, readiness and placement
strategy that is an integral part of the overall program, and that is in |
full operation months before the first participants are due to graduate.
There are many ways to design a placement strategy, but at most programs,
job development, readiness and placement have been handled by one person.
Often, however, the job could be shared by two pecple, one to teach job
readiness classes and one to move out into the community in search of job
openings.

However the tasks are divided, there are three basic methods of job
development:

e The hard-sell method, with job developer(s) either calling up
potential employers and convincing them that certain job-ready
supported workers would make good employees or following up
classified ads on behalf of future graduates;

e The client-centered method, which focuses on shoring up the
supported worker with counseling, job readiness classes, Life
Ski1lls or job clubs;

e The rollover mechanism by which the supported worker is hired by
the employer who has served as his or her worksite host.
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Since the skills and needs of supported workers vary in terms of
job—-seeking, a program should try to develop some capacity in each of
these areas. Choices of the proportion -- the relative weights -- of
techniques, however, depend upeon such variables as the local economy and
the philosophy of the program director concerning how much the program
does for the worker and how much that worker must do on his or her own

behalf.

The Hard-Sell Technique

The job developer who uses the cold canvass/hard-sell method serves,
in effect, as a salesperson for the program. In fact, the two job
developers at the program with the highest placement rates in the demon—
stration were former salesmen rather than sccial programmers as is often
the case. There are, of course, many ways to go about this process, but
certain elements are fairly basic,

A job developer first has to identify the sources of employment in
the area, and one effective way to do this is to go through directories
such as those put out by either the local Chamber of Commerce, the
wholesaler’s and manufacturer’s asscciation or the Bureau of Labor
Statistics, These directories wusually list businesses in the area,
number cf emplovees, location, product, and who to contact.

The 3ob developer should constantiv expand a list of potential
employers, a2s well as mailntain contact with employers already on 1it,
Some jcb developers find that logs help to keep track of the details of
each contact and some sort of tickler file helps to keep contacts curreat,
If, for instance, the employer indicates interest, but has no openings at

the moment, the job developers should always press for a likely time to
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call again, and then be certain to do it. Most have also found 1t
helpful to index the employers either by geocgraphic area or by tvpe or
size of business, as well as categorize them according to apparent level
of interest. Such & job bank should contain as many emplovers as the job
developer can contact on a regular, frequent basis. The programs where
job placement has been most successful make several face-to-face contacts
with potential employers each week; job developers also do extensive
telephone and/or correspondence follow-up. It must be remembered that
supported work competes with several other programs in placing its
graduates. While the job developer should not be so persistent as to be
annoying, it should be clear that he or she is not going tc disappear
easily.

Any resources available should be used in developing a job bank,
including former business associates and contacts of program staff
members, advertisements or word of mouth.

To give an example of how the process can work, one job developer
went through the directories mentioned earlier, but contacted only
companies employing 100 or more, He preferred manufacturers over whole-
salers because they have yearly employment needs, offer a high salary and
job security, He kept a card on every companv he contacted with the date
of each call and a rating system to gauge the company’s response {1l =
wants to hire graduates; 2 = definite pessibilities; 3 = forget it). He
tried to make an appeintment for some time in the immediate future, but
if they put bim off, he tock them at their word: if they said trv again
in two weeks, he did exactly tnat,

On the management side, most of the programs hold an occasional open
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house for porential employers during which there are tours of worksites,
audiovisual presentations and detailed explanations of the nature and
purpose of supported work.  Similar presentalions can be made at various
local business organizarions and service elubs. I1f the program can get
its board of directors to lend their names as hosts or to bring business
associates to such gatherings, so much the better.

Whatever the form of contact with prospective employers, the job
developer must serve as an advocate for thezprogram, the supported
workers, and their potential as employecs. But this advocacy must he
carried off in a business—like mannor. The job developer should explain
the advantages of hiring a graduating supported worker, and should have
the details of the participant’s record at hand. Such individualized
knowledge 1s impressive to employers, and makes them feel they "are hiring
a job-readv person rather thaé a "program graduate." The job developer
can point out that the supported workers’ tenure and performance record
in the program certify a dependability and experience that a walk-in
applicant or a referral from a quick-study employment agency often cannot
supply. But in order for the program’s backing of these credentizals to
carry any weight, the job developer, like the supported workers, must
respond to the difficult questions with candid and straight forward
answers.

It 1s a tedious, time-consuming and demanding job. The job develop—
er must be practical and industrious, organized vet flexible. A job
developer must be thick-skinned enough to accept a high proportlion of
rejections (not all of them courteous) vet sensitive encugh to deal with

the supported workers at a time when they might be feeling particularly
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insecure, A delicate balance must be wmaintained, and this requires
someone capable of speaking the language of business zs well as the
language of the street, who should relate to both supported workers and
potential employers in such a way that both parties regard him or her as

an intermediary.

Client-Centered Techniques

The other half of the job developer’s job -— or that part assigned
toc a second person —-- concerns the more client-centered aspects ﬁf
placement, that is, getting the supported workers ready to apply for,
get, and keep the jobs they have been preparing for.

Mest of the client-centered elements of job development come under
the headings of job readiness or career exploration. They are, in a
sense, lessons in gow T Ger A Job. Some of these programs are designed
by the job developers, and others are fairly extensive packages pro-
grammed for use under z variety of circumstances.

These programs generally utilize group processes, role-playing, work
manuals and videotaped sessions. Included in the price of the package
is treining for the counselor-teacher who runs the sessions. Its purpose
is to teach supported workers how Lo cope in the ocutside world, for
instance, how to respond to gquestions like "Do you have & record?” with a
direct answer that is truthful but dces not offer more information than
was asked for, In other words, the answer to the above question 1is
"Yes," not "I did five years for breaking and entering." Not all the
programs would favor this approach, but using a pre-packaged course such
as this requires the acceptance of the philosophy of the packagers.

In general, whether a program uses a package such as Life Skills or
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not, there are job-readiness preparation clinice or courses for those
participants assessed as job-ready. These vary a good deal in size,
duration, complexity, formality and scope. Tapics generally include how
to fil}l out application forms, how to go about obtaining interviews, and
how to present oneself once there. Those programs that involve the
participants seem to have the greatest success. Actual practice in
filling out applications or responding to an interviewer is usually more
helpful than listening to a lecture on the kind of information or answers
one will have to have.

In one program where the clinic concept is used more extensively and
most successfully, the sessions address many issues. One observer of
these sessions described them as "a combination of group therapy and

" that also teach basic job-search skills. The

self~improvement exercises
classes meet repularly one morning each week for six months.

A job developer is always working on the self-esteem of the workers;
this is treated as an essential part of preparing for and finding a job.
The workers are taught that the basics they have learned -- appearance, a
good resume, a neat and accurate application, securing an interview --
all are useless if they are unable to convince the interviewer that they
are rteady for a job. So every week they are given a new application to
£ill out; each week the filling out takes less time, with fewer errors,
and contains more appropriate information. Individual sessions deal with
budgeting expenses, preparing resumes, contacting employers and how to
follow up. But equal time is spent on self-analysis, role-playing, mock

interviews and discussions emphasizing the advantages the graduating

supported workers bring to & job as compared to any applicant off the
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street. Toward the end of the clinic, videotape 1s used by some programs
to allow participants to see how they lock to an interviewer, Finally,
former supported workers who have successfully transitioned to unsubsi-
dizad jobs are brought in to joim in these discussicens and to answer
questions about their experiences after leaving the program. Several
program operators feel that these visits are as useful for the alumni as
for the current workers.

One of the demonstration programs that had experienced persistent
placement problems, instituted a service called a Program Center. When a
person was identified as "being in risk of termination” he or she was
sent to the Program Center for pre-termination services: job counseling,
job search, application or resume writing, answering employment ads,
telephoning to set up interviews and actual interviews. In other words,
the full gamut of those services usuvally offered a job-ready participant,
but at an earlier point in the participant’s development. They are also
given one-to-one counseling and close supervision. Oune of two results
usually occurred: either the supported worker was successful in finding
employment through the job search effort, or the supported worker,
confronted with the difficulty of finding a job, saw the program in a
different light and went back to his or her crew.

Another approach to this phase of placement is called job club.
When used correctly, job club can be a very effective tocl. Following
a peried of job readiness training and orientation, participants are
brought together =~- often literally around a table =~ with 10-12 tele-
phones, enough telephone directories -~ and sometimes want ads -- to go

around, and a counselor to oversee, teach and cvaluate the participants
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as they make calls seeking interviews for the job openings listed in the
ads. One theory has it that having to line up thelr own interviews is a
pood experience for the supported workers and makes rhose interviews -
and the process they represent - more meaningful, A drawback to this
process 1s that participants can make call after call without turning up
a single prospect, and jobs are often filled by word of mouth before they
appear 1n the paper, and this can be discouraging. However the peer
support offered by the group setting is very important. It is crucial,
therefore, that the job developer keep calling companies 1in pursuit of
appropriate gpenings: one or two entryv-level positions in a large
company may not warrant an aé 1n the paper, but would be a major find for
a supported work job developer.

Some governmental agencies have viewed Jjob clubs as the initial step
in the job-search process. Several supported work program operators
tried this, but found that simply taking people who have either been out
of the labor market for an extended time, or have never worked, and
giving them what in effect is a high—-pressure push into a job, doesn’t
have very impressive long-~term results. What does work, is to use this
method following a successful work experience: once people have become
stabilized, with supports, on & Job, constructive pressure is applied via
the job club to move them away from the supports.

Whether for Jjob club where the supported worker will make the
eventual call, or as part of regular placement services, when the con-
tacts with the employers take the form of specific inquiries far job
openings, the job developer should first try to find ocut the employer’s

needs rather than pressing a specific supported worker right away. As




much information as possible about the available position should be
learned, including starting wage, job description, qualifications neces-
sary, probationary period (if any), fringe benefits, company policies,
vacation and sick time and potential for mobility and wage increases over
time, This information will help the applicants in a number of ways.
First, the more they know, the more likely they are to be suifficiently
interested in applying at all; second, they may be more secure in the
interview knowing some of this information in advance; and third, unfor-
tunately, it is sometimes needed as a protection. A number of the
programs report that when the supported worker appears for the interview,
the interviewer offers a lowser wape or fewer benefits than those quoted
to the job developer. Similarly, the pressure on a prospective employer
can be eased somewhat by sending several candidates to choose from so
that the employer does not feel forced to select & specific applicant;
this increases the likelihood that someone will be hired.

Program job developers stress the importance of making a good
impression on new employer contacts. They tryv to send their outstanding
candidates, particularly if that employer is likely to have subsequent
cpenings appropriate for supported workers. And when an opening 1is
found, they try to get applicants to that potential employer immediately.
This quick turnaround, with good applicants, is the kind of program
action that fosters repeat placements with a company.

Over the years, supported work programs have tried other techniques
to increase placement rtates, some more effective than others. Some
programs have offered bonuses to graduating werkers, an amount of money

to be awarded upon securing a job and a further amount after time ~--
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usually 60 or 90 days -- awarded for keeping the job. As an incentive,
program operators generally found that the bonus did not make much
difference., It did, however, provide a means for follow-up; a worker had
to show periodic paycheck stubs in order to receive his or her bonus.
This turned out to be a fairly effective way of keeping up-to-date
records on program graduates, salary levels, and place of employment, In
order to shift both the responsibility and the motivation away from the
job developer and to encourage the idea that all program staff are
accountable for placements, another program has recently implemented a
system in which supervisors are awarded monetary bonus credits for the
positive placement of workers under their supervision, and debits for
negative departures, At this writing, 1t is too soon to tell whether
this ha;Ihad an effecet.

Other programs subcontracted placement to outside agencies, public,
private or profit-making. This was not a very reliable method primarily
because the outside agencies were simply not advocates for supported
work’s population. One important lesson, though, was that no matter what
the agency, the contract should be signed on a fee for placement basis
{and that fee should be reduced for the supported workers) or else it

could become an exzpense to the program with no purpose or result,
P g

Rollover

The third method ¢f job development and placement is kpown as
rollover: supported workers, although remaining on the program payroll,
are placed on a worksite -- either singly or in a crew -~ in an outside
firm or agency; after attaining a level of performance on the job accep-

table to the worksite host, those supported workers are hired (rolled




over) and placed on the permanent payroll of tne firm or agency. A
contract sets the terms of reimbursement for the preogram and, 1f pos-
sible, mandates the rollover of the participant when certain regulrements
are fulfilled. 1t is an effective mechanism, but one that can be some-
what tricky to implement.

The foremost consideration in using rollover as a placement tool 1is
creating a situation in which the program participant -- even though
outstationed -- remains a program participant, that is, can still receive
the peer support, graduated stress and close supervision that make up the
supported work treatment. If these elements are not provided, there
would be no difference between this and a PSE outstatlon job. These
differences must be very clear,

With experience in using the rollover mechanism came improvements in
the delivery of the basic services and eventually, several replicable
models, One program devised a mechanism in which five or so supported
workers were assigned to a place of business -~ public or private --
either sprinkled individually throughout the company or working together
as a crew. With them at the worksite is a supervisor, and it is this
last element that makes the difference. The supported work SUPETVisor
takes the pressure off the host supervisor by defining duties, setting
both goals and limits, heading off trouble before it gets out of hand,
giving feedback and clear and consistent instructions. In other words,
the program supervisor is responsible for providing a supported work
experience to the participants while guaranteeing a level of quality
control to the host. In addition, the supervisor brings together the

workers for rTegular crew meetings where experiences are shared and
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grievances aired. These meetings serve as an arena for the peer support
that is one of the program’s basic elements.

As the work demands are increascd and the supported workers begin to
perform at a level equal to the company’s regular employees, they are
considered for openings on the company’s payroll. Rollover gives both
parties a chance to try each other out. Experience has shown that, in
fact, because the prospective employee is familiar with the company and
vice versa, this is a far safer bet than hiring someone "off the street."

This mechanism is particularly successful with the AFDC group.
AFDC women have by far the highest number of mandatory graduations1 in
the program, and rollover presents a near-perfect fit with their need for
protection against the unknown,

Another rellover model used by some programs is to use gradations
of worksites to bring about the graduated stress element of the program,
starting with crew work on the program’s premises or some central loca-
tion 1in the beginning, and leading to a single {non-crew) assignment to
an outstationed worksite for the express purpose of rolling the partici-
pant over into a permanent position.

Programs have to have a variety of worksites anyway, so this can be
accomplished in several ways. One program had & contract with a city-
wide day-care agency where a supported work crew began first at the main
day-care center and then, after five or six months, depending on the

needs of individual crew members, the participants were placed -- still

Mandatory graduation occurs when a participant has stayed in the
program for the maximum allowable time but does not yet have a permanent
job. Participants must leave the program at this time, and many do find
jobs shortly thereafter, -
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as supported workers =-- individually at one of the agency’s satellite
centers. There they were brought up to the performance level of the
center’s regular employees and eventually, as openings occurred, ‘hired.

Placement, then, no matter what technique 1s used to saccomplish it,
is the point of supported work, and the clearest way to measure the
program’s success. The early demonstration experience proved that this
point had to be built 1into the very philosophy of a supported work
program, and the burdenr of that responsibility should pervade every
level, participants, job development staff, worksite supervisors. Over
time, later program experience succeeded in devising methods of achieving
this goal that, through trial and error during the demonstration period,
resulted in replicable models for a program operator -- rural or urban --

te successfully use te place supported workers in unsubsidized jobs.
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CHAPTER V

ORGANTZATICON AND MANAGEMENT

A supported work program is similar in some key ways to a for-profit
conglomerate: it operates several different and self-contained work
activities and initiates, expands, contracts and closes down each acti-
vity according to the demand of the market and the success of the parti-
cular activity in meeting the organizational goals,

Developing and managing a conglomerate -- even a supperted work
mini-conglomerate -— is a difficult and demanding job. Supported work
further complicates the matter by hiring as its primary workforce only
persons with little or no employment experience and poor prospects in the
regular job market, and requires that those who do become dependable,
productive employees be transiticned to & regular 3job. In short, a
supported work program of necessity performs many of the business acti-
vities of a for-profit business cenglomerate -- and must perform them
reasonably well to survive —- but is in the end judged on its ability to
assist its employees in leaving the company and meving on to regular,
unsubsidized jobs. Given the complex and demanding nature of operating a
supported work program, questions naturally arise concerning the organi-
zational setup most suitable to the task.

The programs in the national demonstration operated in a varlety of
ways: several were distinct operating divisions of existing local non-
profit agenciés such as an Urban League chapter, a Communitv Action
Program, a Spanish-Speaking Unity Council, or an AFL-CIO Human Resource

Development Foundation chapter; one began as part of a city agency; the
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majority were new, nonprofit corporations created under the auspices of
local or state governments, but independent of their control. Each of
these approaches had its own set of strengths and weaknesses, and, given
the right set of circumstances and people, it is possible to operate a
successful program (or an unsuccessful one) under any one of them, or
others. The following discussion lays out some of the factors to con-

sider in deciding on a particular lacal organizational setup.

Governmental Agencies

Supported work is a relatively small program that requires intense
and swilled resources. Tts size, and its similarities to a small busi-
ness operation are but two of the factors that make operating supported
work as part of a governmental agency more difficult than might appear
at first glance, The appropriate agencies -- CETA, social service,
criminal justice ~-- are usually large, and serve a fairly broad clientele
in various ways. Because of this, they offer both advantages and disad-
vantages to a supported work program. In their favor, they usually
provide a range of ancillary services, established managerial systems
thus decreasing start-up c¢osts, linkages with cother local manpower
organizations, and a reliable flow of funds, as well as more leverage in
obtaining local funding. However, a supported work program undertaken
with the expectation that it will pose similar or equivalent igsues,
tasks and workload to those of other agency programs will more than
likely end up as a disappointment and a nuisance to agency staff and
leadership. Entrenched bureaucratic policies -~ such as extensive
paperwork requirements for the purchase of supplies and equipment == mav
impede supported work progress and distract agencv personnel from routine

i
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procedures. For instance, a sltuation could arise in which a worksite
was ready to start up. Workers were ready but no supplies were an hand
because of purchase orders, approvals or other delays. The program’s
revenue-producing worksite development requires considerable entrepre-
neurial skil! and high-level staff time. Building in the peer support,
graduated stress and close supervision elements requires considerable
staff and management ongoing effort and creativity.

However, a public agency whose leadership understands and actively
supports the activities and integrity of the program can overcome these
liabilirties. Afrer the demonstration was three years underway, New
Jersey state officials, convinced of the usefulness of supported work by
the performance of the two demonstration sites in New Jersey, decided to
commit state funds to add several more supported work programs in the
state., They determined that the expansion would take place through local
CETA agencies. State officials evaluated the CETA agencies and selected
eight as having the necessary experience, competence and capacity. After
an initial briefing session, four of these local agencies indicated no
interest in the undertaking. Several said the program was ''too complex."”
0f the remaining four, three completed the planning process satisfac-
torily and began operating programs., Two chose to operate the program as
a separately staffed unit of the CETA agency, and the other set up an
independent nonprofit corporation. All three have, at the time of this
writing, implemented their programs with minimum difficulty. The careful
selection, ocrientation and planning process and commitment from local
agency leadership all played critical roles in this successful use of

local government agencies as supported work program developers and
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In two cases, operators.

1f the ohstacles to operating supported work as part of a larger
entity can be resolved, the program stands a hetter chance of becoming a
stable part of the local employment and training programming; a public
agency actually performing program development and implementation is more
likely to provide the resources and time necessary that it might find
intolerable in 4 subcontractor. Also, interested apency leadership can
use its awareness of local development and local interests to create both
vsefulness and cpportunity for the supported work program. For example,
the New York City program placed supervisors and supported work crews in
the main public library to perform a variety of librarian, administrative
and custodial tasks,. Library staff trained them. This worksite was
developed when funding was inadequate to keep the library ocpen on week-
nights and Saturdays. Many of the workers on this site later got transi-

tien jobs in libraries or other parts of the book industry,

Newly Created Nonprofit Corporations

The important thing is to be realistic about this option and to
realize that relatively small, complex and specialized programs are most
susceptible to buffeting by the ordinary workings of a tvpical bureaucracy.

Setting up an independent, nonprofit corporation was a fairly common
approach used in the national demonstration to operate the supported work
programs. These nonprofits were set up with the blessing of the local or
state government that desired to participate in the natiocnal demonstra-
tion, but thev were, for the most part, thereafter‘viewed by the sponsors
as 1lndependent operating agencies not under the direct control of the

sponsoring local government. Each new corporation developed .a board of
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directors to whom it was responsible, and this board usually consisted of
a combination of local labor, business, social agency, political and
community leaders. This approach presumably guaranteed the independence
needed for the entrepreneurial aspect of supported work while retaining
enough of a tie to the sponscring agency to give the program a somewhat
“favored” status in getting local monies, working through bureaucracies
and being informed of new work areas that would be mutually beneficial to
both local govermment and the supported work program.

The entrepreneurial part cf the equation turned out largely as
presumed: those programs that have developed the most "private~sector''-
like worksites (e.g., tire recapping, gas station and auto garage,
furniture design and construction, boat~building) are consistently the
independent nonprofits., These nonprefits also developed more, and more
innovative, worksite arrangements with the private sector.

The relative uniqueness of the worksites’” development conducted by
the nonprofits is largely attributable to three factors. First, the
nonprofit agencies seemed to attract more staff with entrepreneurial and
business backgrounds. Second, being relatively small and out of the
limelight of regular public agency business, they could undertake higher
risk ventures. Third, they were not impeded in the hiring of staff,
purchasing of materials and implementing of plans by the procedures and
layers of approval usually present in a public agency.

This "entrepreneurial flair" approach is a tempting one, and it does
produce worksites which are, in many cases, more interesting not only to
the program observer or monitor but to the participant as well. However,

it is an approach that, if taken, must be based oo the skills and experi-
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ence of program management, and not on the hopes and dreams of program
planners. The three programs closed down during the demonstratiocn were
all nomprofits, and all had ambitious revenue-producing worksite plans
which they could net manage. In addirien, a number of more interesting
and skilled worksites initially set production standards higher than was
reasonable for the workferce, got Jocked into deadline production con-
tracts and found it difficult to put adequate rescurces into developing
and structuring the basic supported work elements into their programs.
Greater attendance preoblems, resignation and termination rates were the
result,

Thus the use of a sole-purpose nonprofit to develop and operate
supported work should be hased on unique worksite opportunities known to
the planners, and the availability of particularly innovative personnel.
Simplv setting up a nonprofit Lo operate supported.work will not neces-
sarily produce a more innovative or better program. It will cut through
a lot of red tape, if that is necessary; it will concomitantly create
the need for an active local board of directors for coversight and the
assurance of adequate fiscal systems and controls. It will require
an especially skilled and active director, since the tasks of Ffund-
raising and public relations will be two of his or her primary responsi-
bilities, whereas these tasks are shared with parent agency staff in the
other institutional arrangements discussed in this chapter, It will
require the ongoing development and maintenance of relationships with key

local groups and agencies =o that independence does not turn out to be

isclation.
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Existing Nenprofit Orpanizations

The other approach most utilized in the national demonstration was
to have an existing local nonprofit agency involved in employment or
other sccial benefit programs set up supported work as an operating
division of the parent agency or as a nonprofit corperation controlled
by the parent agency. This approach had the advantage of allowing the
supported work staff to focus its efforts on program management and
operations, and having some of the burden of fund raising and public
relations takenlon by parent sagency staff, who are often experienced and
skilled at these tasks. This is one of the primary advantapes of such
an arrangement, and it gives the program the oppertunity Lo concentrate
the necessary rescurces on the development and implementation of suppor-
ted work program elements and techniques., This arrangement often also
ensures greater cash flow stability and a more careful local oversight of
program expenditures, since the parent agency usually takes on some
responsibility for fiscal systems and audits. Such agencies are usually
experienced 1in the development of special programs for the severely
disadvantaged, and during the demonstration, three programs operated by
such agencies {a National Urban League chapter, a Community Action Agency
and a Spanish-Speaking Unity Council chapter) utilized their experiences
and resources to implement the major supperted work program elements in
particularly creative and effective ways. The "Program Elements” chapter
illustrates some of these techniques. A1l four of the demonstration
sites that operated as parts of existing nenprofit agencies performed
closer to contract standards than did their sole-purpose nonprofit

counterparts.
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There are, naturally, several disadvantages to this kind of arrange-—
ment. One is that the parent e&agency wusually has other programs and
interests besides supported work, so that on occasion, new funding
sources, worksites or institutional relationships that would be appro-
priate for supported work are not utilized for supported work, This
disadvantage is an inevitable by-product of a parent agency arrangement
and, though it may cause some disappointment, is just the price of deing
business this way, The compensation is, of course, that the parent
agency may obtain types of funding, worksites and ré]ationships for the
supported work program that an independent supported work corporation
could not secure on its own.

More severe disadvantages to this kind of arrangement can arise when
the parent agency 1is so small that the suppoerted work program quickly
becomes its dominant program, causing the parent agency staff to behave
not like an oversight and policy guidance agency, but rather like ancther
layer of program managsment, or tries to use the supported work program
to further the success of another program it is more interested in and
dedicated to. Both these situations arose in the national demenstration,
and 1in each case, the supported work program eventually split off and
functicned as an independent nonprofit corporation. s

The success of the parent agency approach depends largely on the
existence of a competent, interested, experienced agency -— one whose
leadership 1is interested 1n supported work, but whose other program
interests are such that supported work will be allowed to develop accord-
ing to its program principles and needs. This approacn usually provides

visibility in the political and community interest-group sectors. It




will rarely produce the number of Ilnnovative worksites or poor management
decisions of the free-standing nonprofite nor quite the funding and
institutional stability or bureaucratic entanglements of a local govern-
mental agency. It is "the middle way," but an excellent way to go if it
is locally available,

Although demonstration experience has ruled out the feasibility of
operating & supported work program as a free-standing for-prefit corpoe-
ration, it should bg noted that no program to date has been operated as a
subsidiary unit of a for-profit corporation. As stated earlier, it is
possible, given the right set of circumstances and personnel, for any of

the above arrangements -- or even others —— to work,

Board of Directors and Advisory Committees

No matter what the institutional arrangement, 1t 1s advisable for a

supported work program to have a board of directors (if it is set up as a
nonprofit corporation) or an advisory committee. This group will be
composed of citizens who represent local interests most affected by or
most involved in the supported work programs, and who, as individuals,
are supportive of the program. It will generally be composed of repre-
sentatives from organized labor, business, banking, legal, interested
community groups, governmental agencles and any special areas of exper-
tise or knowledge that the program regulres.

This group, composed usually of persons with already busy careers,
will not and should not be expected to function as an active oversight or
management agency. 1ts value is more in providing advice as te what kind
of activities would be valuable to the local community,; inrcads to

getting involved in those activities; early warning as to the kinds of
g ¥ g
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sectors of the local community; assistance in resolving problems that do
arise; and, for a free-standing nonprofit, evaluation of program fiscal
and top management staff performance and community response.

To get this value from the boerd or advisory committee is largely
the responsibility of the program director, and, based on the experience
of the national demonstration, is not easy to achieve. The ability to
utilize this group properly falls into several general categories:

L. The becard or advisory commitfee must be appropriately informed
as to the program’s activities, This sounds easy enough, but in
fact involves careful planning and forethought by the director.
Busy people do not have the time, capacity or interest to sbsorb all
the activities of the program. Several programs so inundated their
boards with material that the boards vacillated between being overly
involved in operational  details and simply not paying attention to
the massive amount of materials submitted, and thus not noticing the
lssues thar did deserve their attention. Other directors gave only
cral presentations of program activities, only to find that they
ended up with uninvolved boards unwilling to expend much effort in
helping the program when that help was needed.

The most useful and productive approach is to prepare brief
written summaries of program activities that highlight those issues
of general interest and those of interest to specific members.
Sending these materials out in advance of the monthly or bimonthly
board meeting, with notes pointing ocut to individual members issues
of particular interest, is one way to promote active involvement of

the board.
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2. The board or committee must develop some general guidelines as
to what kinds of activities require its formal review and approval.
Most boards want to approve contracts or grants over a specified
amount, any program or staff expansion, new worksite ventures and
capital or equipment expenditures =zbove a certain amount, The
program director can usually guide the board in this process by
suggesting those matters which should receive repular board or
committee review, Although review can lead to setbacks, it ensures
an active, involved board, a discussion of key issues from various
perspectives and a beard more likely to assist the program when
activities it has approved run into problems. Defining key areas
of board interest zalse can serve as boundarles against too much
meddling in day-to~day affairs, and serve to aid in forming sub-
committee areas or seeking appropriate new members.

This 1issue of defining a board’s areas of responsibility and
decision-meking plagues even large, well-established for-profit
companies, and has caused several companies cver the past few years
to develop "job descriptions' for their board.

3. The board or committee must have some established criteria by
which to evaluate the program’s performance. Again, a savvy progranm
director will take the initiative in this process and in so doing,
clarify for him- or herseif and the board the kev performance
indicators. Doing this also helps define the kind of progran
activities about which the board must be kept informed. Chapter VI
outlines some performance indicators which MDRC found useful in

evaluating the national demonstration programs and included in its
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annual contracts with the local operating agencies.

Management Structure and Staffing

Effective manapement structure and personnel are key items in the
successful functioning of any organization, and supported woerk is no
exception, However, because a supported work program does not, by
definition, have the requisite stability at the bottom of the workforce,
a typical hierarchical structure is ilmpossible. More so than traditional

prgantzations, the buck really does stop with the director of a supported

work program. ¥o matter what form the structure takes -- and it can take
various forms and include different titles -~ the director must provide
accountability, oversight and review. Beyond that, the structure must

adequately allow the major functions or tasks of the program to be
performed: intaks {outreach, interviewing, eligibility verification,
hiring processing, orientation and job assignment); worksite development,
worksite implementation, coordination and supervision; grant development,
negotiation and reporting; fiscal accounting, reporting and internal
controls; internal record-keeping and reporting; Jjob readiness develop-
ment and placement services; overall program guidance and control, It is
the director who must held it all together.

The programs in the national demonstration developed a variety of
structures to account for these tasks and any others peculiar to their
local situation. There is nc inherent magic in any of them; each
developed as the needs and direction of the program became clearer over
time. Whatever organizational structure is used, however, the following

issues pertinent to a supported work organization and its management are
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bound to arise:

The selection of a program director is of course kev to the
program’s implementation. Unsurprisingly the demonstraticn
uncovered no obvious criteria to aid inm the selection of the
"right vperson.” Individuals with private sector ot public
sector, administrative or operational, client group or not
bvackgrounds succeeded, failed and struggled at about the same
rates. Those that succeeded had a clear view of the kind of
program they wanted, which wsually coincided with their
already-developed skills; even that generality does not account
for vast differences in management skills among the directors,
regardless of the clarity of their views. Perhaps the best
indicator of the necessary management skills initially required
is a previously successful experience in the development of an
operating entity, either private or public sector, in addition
to some political expertise, since the success of a supported
work program is often dependent upon the political winds at all
levels. Throughout the five vear demonstration, seven of the
fifteen programs changed top management in response to perior-
mance problems; three of them changed leadership more than
once. In four of the seven programs where leadership changed,
that change provided the impetus to better performance, and
continued participation in the demonstration.

Not only must worksites be developed and operated to work; thew
must alsoc be implemented to provide the kev supported wotk

elements. The worksite development function is a critical one
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bevond its revenue potential and operating efficiency, and the
director must make certain that program Integrity 1is maintained
at each worksite. Since the key program elements often inter-
fere with the development of attractive worksites or the
efficiency of their production capacity, they are easy for
staff to owverlook in carrying out their separate functions.
The director is responsible for ensuring the integrity of the
program and therefore must be responsible for seeing thar all
worksltes are supported worksites. One program created a sraff
committee on worksite development, composed of the controller,
operations director and Job development speclalist, whose task
it was to review all proposed worksites for their fiscal and
operational soundness, transition potential and use of sup-
ported work elemants, Any disagreement within the committee
was resolved by the program director. Most program directors
stav intimately involved with the worksite development process,
regardless of who is directly responsible.

The success with which the job readiness, development and
placement functions are carried out is in some respects 'the
botrom line" of a supported work program’s performance. It is
easy, particularly in the early months of program start-up, to
put these tasks aside on the grounds that it will be many
months before supported workers are ready to use them; besides,
organization building, worksite development and operation and
ongoing contact with funding agencies constitute full-time

chores, Demonstration experience was that such delavine was
P h 2
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usually regretted. Some suppeorted workers are ready for job
transition after four or five months of supported work.

1 e
o,

Developing non-supported jobs and contacts are not easy tas
particularly in their initial stages, and need some lead time
before results are available. Consequently, even though
supported workers are generally not available for placement 1n
the early months of operation, the director’s focus on how and
by whom the tasks of job readiness, develapment and placement
will be performed must be one of priority. The chapter on
transition explores this task more fully,

A supported work program is perpetually balancing its some-
times conflicting programmatic, individual development and
business operation and productvity goals. Many program obser-
vers, and program directors themselves, have noted that this
tension is a useful one: it restrains the program from becoming
too business-like, by pressuring participants with production
deadlines and revenue achievement, and neglecting its graduated
stress and developmental goals, or too ancillary service and
individual problem-oriented -- in other words, a psychotherapy
program -- reducling the program’s approximation of an unsup-
ported job and the participants® chances for successful
transition. This tension i1s discussed and debated at the
management level, as it should be, but 1s experienced most
directly at the supervisor level. The quality of env partici-
pant’s supported work experience is determined by program

management personnel, whatever organizational structure thev
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have created, and how the individual supervisor carries out the

program’s purpose, Thus the organizatienal structure should
allow, through <training, on-site monitoring, reporting and
staff committee and meeting mechanisms, the opportunity for

tnformation and ideas on how the program is beinpg implemented,
and how 1t could better be implemented, to flow openly in the
organizational structure. An overly-hierarchical structure of
staff and supervisor communication will probably isclare and
demoralize worksite supervisers and prevent management staff
from knowing the actual content and quality of the program they
are managing.

Most directors reserve some time each week to visit

worksites, and manvy arrange regular meetings with theilr work-

>
slte supervisors to discuss problems and possible solutions.
This kind of contact is usually informative for the director,
sometimes produces substantive decisions and is always impor-
tant as an ilndication to worksite supervisors that the program
director is well aware of and concerned with what’s going on at
the worksites,

No matter how entrepreneurial and business-like a program’s
operaticns and worksites, 1t is usually primarily supported by
public funds, Proper fiscal procedures and decision-making
process for expenditures and payments, ongoing mechanisms for
managemant monitering of these procedures and decisions and

regular certified audits are all necessary components for a

proper use and accounting of public funds. MDRC has produced a
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handbook of fisca? puidelines and procedures applicable to a2
supported work progra-, and a basic checklist for directors to
use in reviewing the fiwcal system with the controller. The
program director, partisularly of & newly-created nonprofit
with local agency oversight or assistance, must be aware of the
need for fiscal systems that he or she can basically understand
and monitor. In & publicly-funded program, the proper use of
and accounting for funds, and acceptable procf thereof, are
critical.

Management of supported work is similar to that of any organization
in that delegation, span of control and job tasks must be properly
defined and integrated; organizational and individual perfermance goals
must be adequagely shaped, monitored, evaluated and reshaped; internal
svstems of decision-making, communication and information flow must be
established to maximize the supported werk organization’s chances of
meeting its gosls, There are numerous management training and system
books, courses and packages which deal with these general issues, and
most of them developed by established business training organizations,
like the American Management Association, provide adequate general
guidance.

However, supported work alsc requires management personnel dedicated
to the scocial goals of the program, It is those goals, and the workforce
they represent, that compound the difficult task of ruaning a mini-con-
glomerate, and provide management with its most troublesome dilemmas and

its greatest satisfactions,
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CHAPTER VI

PERFORMANCE CRITERIA

The preceding chapters have addressed many of the crucial plaaning
and implementation issues to be dealt with in setting up and operating a
supported work program. This chapter lays out some ¢f the major criteria
to use in evaluating program performance. It is based on the actual
performance of the demonstration sites over a six-year period,

MDRC used these performance criteria in developing annual contracts
with the local operating sites, and to a significant degree used the
fulfillment of performance goals as 2z factor to be considered in 1its
decision on whether and in what amount to continue investing national
funds in individual operating sites. (4 sample policy follows this
chapter.) Thus the careful formelation of goals under these wvarious
criteria, and reviews of actual performance against those goals, are a
critical part of the process of ensuring that funds invested in supported
work are achieving appropriate results.

However, there are several caveats to using quantifisgble indicators
in evaluating program performance. First, there must be a sound infor-
mation-producing system, which inputs and outputs reliable data. System
development, training of local staff for use and quality control pro-
cesses must be carefully set up and periodically reviewed 1f the setting
and evaluation of quantifiable indicators is to have even a minimal
threshold of usefulness. Secend, there are various trade-offs among
quantifiable geals, and quality considerations underlying raw numbers,

which are either impossible or simply too unwieldy to quantify but which
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play an important part of evaluating program performance. For example: a
higher placement rate can be achieved by placing graduating supported
workers into low-wage jobs with high turnover rates, or by placing
supported workers in available jobs when ir truth they are not ready for
such placements, Or, it is possible to lower public costs by pushing
production of worksite revenues at the expense of the supported work
programmatic elements -- which is usuvally attended by a high early
termination rate.

Thus it is important that the various goals be seen in relation to
one another, and in relation to supported work’s ultimate purpose of
providing participants with the habits, attitudes and experience which
will allow them to obtain and maintain regular jobs. MDRC’s experience
has been that the quantifiable indicators are most useful in conjunction
with regular on-site evaluations of the various key aspects of a pro-
gram’s regular functioning. For instance, in addition to positive
placement rates and their wuse as an indicator of program performance,
negative termination rates -- although not a measure of anything quanti-
fiable -- also indicate something about program performance, and must be
watched. It is not the point of supported work to fire most of its
participants, so a program with high negative termination rates may be
doing something wrong. Neutral rates, on the other hand, particularly
when associated with AFDC participants, are usually justifiable because
that population often encounters health problems, family complexities
that preclude work, or child care problems. It is the negative rates
that should sipnal trouble with the program.

Table VI-1 lays out the demonstration performance under each major
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criterion, by target group, in 1980.

Placement

During the last five vears, the programs have demonstrated that
job readiness training and activities are most effective if begun several
months in advance of the anticipated placement date, The first six
months of the operational program are, actually, just barely sufficient
time in which to lay the groundwork for permanent placements: informing
the community, beginning job readiness preparation classes and acti-
vities for the participants, meeting with potential employers, and the
like. The actual techniques and strategies for the placement of sup-
ported workers into regular unsubsidized jobs are discussed in depth in
Chapter IV.

The placement‘rate for the national demonstration sites was calcu-
lated by dividing for a given time period the number of supported workers
placed in unsubsidized jobs by the total number of departures from the
program (for any reascn). This is a tough standard, but it assures an
honest accounting of program success in accomplishing its ultimate
goal,

The placement rate will, by virtue of the way it is calculated, get
off to a bad start in the first few months of operations. This is
because dropouts and terminations in the initial months of program
operation will not be offset by positive departures, It is all the more
important, therefore, to have the placement sapparatus ready early, so
that this early statistical imbalance is not exacerbated by an actual low
placement rate for the initial group of Job-ready workers.

The quality of individual placements, as well as the overall rate,
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should be carefully monitored by the program management staff, to ensure
that the jobs being obtained are not short—term, high turnover minimum
wage jobs, During the course of the national demonstration, most of the
jobs obtained by supported workers have been entry-level jobs with wages
from 20 to 25 percent above ﬁhe minimum wage. With the exception of
rollover placements, they have not generally been related to the type of
job the pérticipant had during his or her program stay.

There are substantial wvariations in unsubsidized job placement
performance from target group to target group, the AFDC recipients having
had the best performance to date, During the first six months of 1980,
the AFDC placement rate to regular, unsubsidized jobs was 41.7 percent.
Ex-offenders and ex-addicts had placement rates of 31.5 and 36.2 percent,
respectively, and youths 28.8 percent. A new site should be able to

achieve these rates by the end of 12-15 months of operation.

Cost.

As with the start-up of any organization, prefit or nonprofit, the
cost of a supported work program during the early months is high relative
to its product or observable accomplishments. Many of the administrative
and operational staff must come on board early to assist in planning,
organizational and other early implementation tasks before supported
workers are actually hired; equipment and other one-time expenses
are assumed during this periad; and supported workers are enrolled
according to a gradual phase-in plan, so that the percentage of program
expenses going to supported worker wages is at 1ts lowest during the
early months. Tt is critical that the program director push hard to

get through this early period as quickly as possible so that the pregram
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can proceed to operate within sensible, cost-efficient parameters. By
the end of the third quarter of operations a supported werk program
should be operating within the cost standards set forth below and in
Table IV-1,

Public Subsidy Cost Per Person-Year. It is likely that one of the

primary reasons why supported work gained a reputation early on for being
a high cost program was because of the person-year cost unit of measure-

ment, not because of particularly high costs. Person-year cost does not

measure the cost per participant, as many programs curreatly do, but the
cost of maintaining one active woerksite slot over a 12 month period. The
actual slot might be filled with one, two, three or more consecutive
participants during that 12 month period, depending upon the workers’
length of stay.

This unit of measurement is a very useful management tool. It
offers no benefits to local operations for moving participants through
the program quickly. Supported work is designed to deal with partici-
pants sufficiently disadvantaged that some may in fact require the
full 12 months of program participation before they are ready for a
regular job, Thus, as a management tool, this measurement offers neo
incentive for programs to push workers out too soon or to fire difficult
workers before working with them to the fullest extent possible, in order
ro lock better in cost terms,

The public subsidy per person year is arrived at by subtracting
service project revenues from total revenues (leaving "unearned" public
funds) and dividing that number by the number of person-years for the

same time period., By excluding the revenues received by the program for
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goods and services rendered, it indicates solely the public grant funds
required to operate the supported work program. The excluded servi¢s
project revenue is revenue acquired for work performed. There is consi-
derzble incentive for local programs to attempt to earn more worksite
revenues in order to lower the cost to public resources. Over the course
of the demonstration worksite revenues increased from 13 to 25 percent of
total revenues. Even this twofold increase underestimated the signifi-
cance of the amounts earned since the totel demonstration program went
from nine to $36 million during the six years of the demonstration.

The average public subsidy cost per person-year is ecurrently
$10,700. During the first operating year, the public subsidy cost will
probably be anywhere from $500 to $2500 higher than this, because of the
gradual phasing in of participants, some up-front non-recurring imple-
mentation costs and the difficulties in serving revenue-producing con-
tracts for an organization with no track record. New programs can expect
to be on target with respect to this cost by the 15th month of operation,
howaver.

The demonstration supported work programs are operated either by
discrete organizations, solely involved in the gperation of supported
work, or in a few cases by separate units of larger organizations. The
public subsidy figure is therefore inclusive; there are no hidden costs,
such as unallocated overhead expenses, which do not show up in the fiscal
reports., It should also be noted, given that the participants are
severely disadvantaged, that this $10,700 cost is not particularly high,
The 1980 public cost for a Title VI slot is estimated at $11,300.

The 810,700 figure is of course an average; some programs” costs
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are as low as $9,000 and others as high as $12,000, Most of these
differences are related to the intensity of supervision, the kind of
worksites operated, and the level of 1local grant rescurces generated
compared with service project revenues. Most programs above the average
have high costs because of local funding of and interest in worksites
which are more expensive to operate. For example, one local program has
a public subsidy cost of over 312,000 because the local community granted
the program a combination of Community Development (CD) and CETA funds to
do housing rehabilitation where it was most needed in the inner city.
Construction worksites are always expensive, because of the unavoidable
expenses incurred for equipment and supply costs; the grants also speci-
fied professionally qualified supervision, at a ratio of one supervisor
v five supported workers. In this case, the program’s high cost was
fustitied, since it was not the result of poor or inefficient management
nut of the inevitable costs incurred by an operator of a high cost

censtruction project, which had community backing.

Coe- Per Tarticipant

Allocation of Public Funds to Worker Wages. A major cause of

higher than average public subsidy cost is often high attendance rates,
wnlch cause higher participant wages per participant vyear. Clearly
costs should not be measured exclusively in such a way as to penalize the
nrograms deoing well in this regard. Therefore, the percentage of public
funds directly applicable to worker wages and fringe benefits has been
used as a supplement to the public subsidy measure,

The absolute minimum percentage for this measure should be between

Z~&0 percent., The current national average is about 66 percent; some

3

-112-




programs achieve as high as 80 percent. While performance may be some-
what low in the first three quarters of program implementatiom, it should
improve to standard by the end of the first operating year.

The two cost measures discussed above are the major cost indicators
for supported work. If they are running at or better than the specified
goal, or have soundly justifiable reasons for being above the goal, the
other subsidiary, more detailed cost indicators will, by definition, be
met. Outlined below are the subsidiary cost indicators used to evaluate
supported work programs and to help pinpoint particular program defici=~
encies. As these indicators can vary justifiably for a variety of
reasons, an acceptable range is provided for each indicator.

Staff. This measure is obtained by calculating the percentage of
management, administration and service staff costs of the total program
expenses. All program staff, both central administrative and those who
deliver services directly to the participants {e.g., counselors and job
developers) should be included; only worksite supervisory staff are
excluded. Goal: 13 to 18 percent of total costs.

Total Administrative Costs, This measure, total management costs as

a percentage of total program costs, includes all those management staff
cited above, plus office occupancy and equipment costs, insurance,
bonding, auditing, legal, consultant, and travel expenses. Goal: 20 to
30 percent.

Worksite Supervision. Worksite supervisors’ salaries and fringe

benefits as a percentage of total expenses. Excessive trimming of costs
should be guarded against in this area, to aveid an inadequate ratio of

supervisors to participants. Goal: 7 to l4 percent.
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Worksite Costs and Revenues, This measure 1s calculated as a ratio

of worksite revenues earned to worksite costs incurred, for each indivi-
dual worksite. While an aggregate ratlo may be a useful indicator of
how the program 1s deing overall, only a worksite-by-worksite breakdown
will expose those worksites whose costs are entirely out of line with
revenues. As with the public subsidy cost, there may be some few work-
sites whose programmatic merits outweigh this cost measure, Revenues
include all service project revenues; the costs include all workeite—
related expenses {e.g., supervisory salaries and fringe benefits, tech-
nical consultants, ancillary services, transportation, equipment and
materials), excepting participant wages and fringe benefits. The ration-
ale for excluding worker wages from this measure is that these costs are
relmbursed by the local CETA grants. The goal is to cover at least 100

percent of a worksite’s costs with the revenues earned.

Attendance

Two different measures of attendance performance have been used in
the supported work demonstration: the first, pertaining to attendance
% the worksite, the second, an overall attendance rate. Worksite
attendance {(time spent actually working on the job divided by total
potential pald time) shows the actual work time. The overall rate
excluodes "known," or scheduled, absences from the potential paid time and
then total time present is divided by this discounted potential paid
time; this formula yields a truer picture of the eoverall attendance
patterns of the supported workers. If both races are available, the
difference between the two shows time spent in ancillary services.

In contrast with most of the performance criteriaz listed azbove,
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attendance performance can and should be up to goal virtually immedi-
ately., Worksite attendancs should be above 75 percent, unless consi-
derable ancillary service time is recorded for the same period, {An~-
cillary service time averaged less than 5 percent at most of the sites.)
The overall attendance rate should be 85 percent. As with placement,
better performance can be expected of the AFDC participants than the
other target groups; youths have the least good per formance.

Artendance is one of the earliest and most sensitive indicators oi
the program”s participant-related performance. As such, 1t should be
monitored closely by the program management staff and used as an early
warning signal for potential worksite problems. When the attendance rate
drops, the best course of action is to scrutinize the attendance data by
worksite and/or ecrew to locate the problem area. Once this area -
established, management staff will have to assess whether the preoblem is
being caused by the type of work, the supervisor, the equipment available
(or lack thereof), or the crew itself. (For a fuller discussion of these

issues, refer to Chapter IIL.)

Enrollment Level

The supported work programs use both slot level and "person year"
goals. The overall enrollment level is a straightforward accounting of
the number of slots in the program. The person-year figure is a measure
of the maintenance of active slots over a 12 month period; several
different participants will f£ill the actual slot during that period, as
the average length of stay for supported workers is just over six months,
If the program’s enrollment level is quite stable during the year, the

two measures will be very close. During a period of expansiom or comn-
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tractien, however, they will differ. The number of person-years is
chtained by dividing the sum of the averape number of workers in each
month of the year by 12. 1If a program employs an average of 30 wérkers
in the first three months, 50 in the second three, 65 in the third and 80
in the fourth, for example, the sum of the average number of workers for
the year is 675. When divided by 12, the result is 56 person-years. To
obtain person—-years for less than a year, the average figure should still
be divided by 12. The porsen-year figure 1s used primarily for the
calculation of the public subsidy cost, discussed above.

Appropriate program size cannot be prescribed in the same manner as
the other goals discussed zbove, because it is so dependent upon local
conditions. Each program will have to maintain & balance between: the
amount of funding available; the number of eligible participants it is
able o recruit from the community; the staffing and management structure
that has been established; and the type and number of worksites that can
be developed.

Currently, the average program size 1s about 100 to 110 partici-
pants. At the end of the first operating year, the expansion sites” size
was Just under 85 supported workers. They reached this size in quarterly
inecrements: 30-33 in the firse, 55-60 in the second, and 75-80 in the
third, on the average., The average person-years worked at the expansion

sites that vear was about 60 to 55,

Worksite Quality

Of chief importance, in addition to the guantitative goals discussed
above, is the maintenance of quality worksites for the supported workers,

The best way to monitor and manage this crucizl aspect of the.program is
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for top management, including the program director, to make frequent
unscheduled worksite visits. HNo program is so reliably good that such =z
technique is unnecessary. The best strategies for effective and effi-
cient worksite monitoring are discussed in detail in the worksites

chapter.

The performance criteria and goals outlined in this chapter are by
no means exhaustive., FEach program will have to construct some criteria
of its own, either for internal purposes, or because of the demands made
by various local funding agencies. The goals should be reasonable, but
demanding. fven more important, however, 1is that the evaluation of
performance against all of the goals be realistic., Ready acceptance of
the many available excuses and explanations will not, im the long run,

serve the program well.
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STATEMENT OF SCOPE OF WORK

{Performance Indicators)

Contractor agrees to implement the supported work program described

in Exhibit I as modified and clarified by the fallowing paragraphs and
attachments:
1. Contractor agrees to establish Jduring the contract period

an average of BO active supported work positions, using its best efforts

to establish such positions in accordance with the employment level schedule
attached hereto as Exhibit II{a}. On average 30 of these shall be filled

by AFDC, 15 by ex-addicts, 20 by ex—offenders and 153 by recovering
alcoholics,

2. Contractor agrees not to exceod at any time during this
hgreement, 90 active supported worker positions without the approval of
MDRC. Contractor also understands that it mav not exceed the maximum

approved level for any specific target group, owcepting the AFDC target
group, as specified in Exhibit II(a), witheut thoe consent of MDRC.

3. A1l supported workers shall moct the criteria for
eligibility attached heretc as Exhibit II{b). Contractor agrees that no

changes in eligibility criteria will be implemeonted without prior approval
by MDRC.

4. (a) Contractor agrees to implement the wage and bonus policy
described in Exhibit II{c} and will implement no variation therefrom
without the prior written approval of MDRC. Crew chiefs will receive
hourly wages at a rate of no more than 10¢ abave that of crew members.

{b} Contractor agrees that all program participants will be

paid theilr wages and bonuses directly by the dontractor, and will he
subiect only.to the wage, bonus, personnel o other program policies of
the Contractor. Any exceltions must be agreod to in o writing by MDRC.

5. {a) ns of the date of this contract MDRC has approved t' o

following worksites at the specifiwd range of supported workers:

Parkway Maintenance 8-12
Atlantic County Bldg. Maintenance 12-17
Atlantic City Medical Center 2-4
F.A.A. Tech. Center Landscape/ 3-5
Maintenance
SWF security, clerical and maintenance 5-7
Silkscreening 4-6
Atlantic City Bd. of Ed. Maintenance 5-7
Atlantic City Bd. of Ed. Clerical o6-9
Seashore Gardens 8-9
Temporary Clerical Service 10-13
Unassigned 3-4
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{b} The Contractor shall, before inp:lemoenting any new work-
site, submit té MDRC a written statement describing in detall the work
tasks of such worksite, its conformance to MDRC worksite guidelines,
projected monthly manning levels for the duration of the worksite, and
a worksite budget. Written consent from MDRC must be obtained before
implementation of any new worksite. Written consent from MDRC must
alsc be obtained hefore the number of supported workers at an existing
approved worksite is increased or decreased.

6. Contractor agrees to implement fhe ancillary service policy
described in Fxhibit I1{d). Any variation from that policy requires the
prior written approval of MDRC.

7. {a} Contractor understands amdl oo that supportoed workers!'
successful transition to and maintanance of unsubsidized Jobs 18 the
primary geoal of supported work. Contractor aqrees o ose its best efforts
to ensure that 4u. of all suppartoed workers who torminate from the program

for any reason shall be placed in non-subsidizod employment.

(b} Contractor agrecs (1) fto ierminate the employment of
any participant who has completed 2,000 hours of paild employment and (2)
that no participant will be permitted to remaln in the program beyond
the 15th month from the date of hiring,

8. Contractor agrees to use its hest efforts to ensure that
AFDC and ex-addicts shall have an attendanco rate of at least 85% of
total scheduled time, recovering alooholics o rate of at least 90%, and
ex-offenders a rate of at least B6L; for each target group, a minimur of
75% of that attendance shall bhe spent at thoe worksives.

2. Contractor agrecs that Exhibhit TI{e) attached hereto
represents its total management stafbf and salaries for the supported
work program. Any staff additions require the prinr written approval of
MDRC.

10. Contractor agrees that Fxhibit IT(f) attached hereto

represents its total supervisory staff{ and salaries for the supported work
program. Any staff additions reguire the prior written approval of MDRC.

ii. Contractor agrees to use its best efforts to ensure that:
{al the cost of maintaining an acl fve sapported work slotb
for 12 months shall not exceed $10,625 in pubitc funds.
(b)Y the cost per supported Wl participant, at an average
length of stay of 7.3 months, shall not cveend §6,464 in public funds;

L2
.

{c} the MDRC grant shall not exvced 36% cof total program

expenses; and

(d) at least 59% of all public funds expended shall go toward
supported worker wages, fringe benefits and honuses.
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12. Contractor agrees to notify MDRC of its intention to
sell any real and/or personal property intended for supported work program
use, to receive MDRC permission for such sale, and to inform MDRC of the
proceeds recelved from such sales. MDRC reserves the right to direct the

allocation of the procecds from the sale, or to roduee the MDRO payment
for the Contractor's service. by an amounl el to tho procecds.
13. Contractor agrees to submit, within 30 days of the end oF

each contract gquarter with the sole exception of the final quarter, a
report an actual performance vis-a-vis eacrh of the standards detailed above
in Paragraphs 1, 2, 5(a) and {p), 7{a), 8 and 1l{a), (<) and (&} for the
previous guarter. Further, for each performance standard that is not
substantially met or exceeded, Contractor must submit a plan of corrective
measures to be taken in order to achieve the ctandard({g) by the end of

the next quarter. MDRC reserves the right to initiate corrective action

if Ccontractor does not propose corrective measures likely, in MDRC's
judgment, to bring performance into conformance with the above standards.




